CITY OF BEVERLY, MA

RACE EQUITY AUDIT FINDINGS REPORT
MAY 2022

Dear City of Beverly Staff, Residents, Community Partners and Friends,
Over the course of this past year, the City of Beverly has retained the consulting services of HR&A
Advisors to conduct a racial equity audit of our city policies, procedures and programs. Why is it
necessary to conduct a racial equity audit? The goal of the audit is not to uncover racism or racist
members of our government or community; rather, the importance of the audit is to ensure racial
equity, which is when race can no longer be used to predict life outcomes, and outcomes for all groups
are improved.
The racial equity audit will help to ensure we are acting with intent to assess whether and how past
institutional practices of racism and unconscious bias have and continue to influence city policies and
practices within the City of Beverly. Racial equity has been an issue for minority and marginalized
communities throughout our country’s history. Inequity exists across our nation and is a direct result of a
systemic racist system that has been in place for generations. There have been historical practices,
policies and even laws that were intentionally designed to discriminate against or oppress people of
color.
As a city, Beverly is not immune to potentially having contributed to those discriminating or inequitable
systems that have been established. These systems can remain in place when there is not an intentional
examination to expose or acknowledge a disparate system that may contribute to racial inequities.
When people are marginalized, our entire economy and community suffers. Limiting the contributions
and experiences of some of our residents and community members leaves us with a one-sided
perspective and doesn’t give us an opportunity to be and achieve all that we as a community are
capable of being. Advancing racial equity and addressing systemic racism will improve long-term
outcomes for all of our residents, friends and community members.
City government works best for all when the diversity of City
staff reflects the diversity of city residents. This helps to ensure that the design
and implementation of government services respond to the needs of diverse populations. City
staff with diverse backgrounds are more likely to join and stay in City government
positions when they receive support and when their opinions and experiences are
understood and valued. City services can effectively reach new and
diverse groups by communicating via platforms and services such as social media
that are popular with target audiences, and by leveraging external partners.

This approach helps to better connect disconnected residents with services, reinforce community
networks, and create opportunities for two-way communication between residents
and staff. By maintaining relationships with resident stakeholders, City staff can build
trust and understanding between staff and diverse community members. Trusted contacts between City
staff and residents help elevate problems, introduce new ideas, and create networks to share news
and information about services or programs.
As we examine the enclosed findings of the racial equity audit, the City is committed to exercising the
necessary action plans and strategies to bring forth the long-term goal of a more racially equitable
city. Using the findings from the racial equity audit, the City is developing a framework for racial
equity that will guide the City’s policies and practices going forward. Informed by the racial equity
audit and inspired by the definition for racial equity, City departments will develop
plans to operationalize the changes necessary to meet the goals of a racially equitable Beverly. To
address disparate life outcomes, City government needs both an understanding of the big problems
facing diverse groups and the ability to make change. Staff therefore need the capacity to listen and
the agency to act. For instance, City staff that are well trained in serving diverse populations are
better able to meet the needs of diverse residents. Staff with access to professional resources such
as occupational trainings or support networks are better able to learn new skills and adapt their
practices as the composition and needs of the community change. Staff with relationships and
connections across departments are also better able to respond to complex inquiries and more
efficiently serve a variety of resident needs. To ensure that government services, policies, and
programs effectively serve diverse audiences, it is important for our city government to track data that
can show the outcomes of a service, policy or program for diverse user groups. Disaggregating this
data by race or background can help to illustrate the unique needs of different groups
of people, and highlight any gaps in services.
We welcome your commitment and partnership in working towards these goals and building a
more diverse, inclusive and equitable Beverly.
Sincerely,
Mayor Michael P. Cahill
Abu Toppin, City of Beverly Diversity, Equity and Inclusion Director (Former)
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EXECUTIVE SUMMARY

Introduction
PURPOSE OF A RACE EQUITY AUDIT

INTRODUCING THE NEED

Audits are an objective evaluation of
the function of an operation,
department, policy, or program. Audits
can be conducted both internally and
externally; external audits help to
remove bias and provide new
perspectives on internal functioning.

According to the Government Alliance on Race and Equity, “racial equity is when race can no longer be used to predict life outcomes and outcomes for all
groups are improved.” To support an equitable Beverly, the city government to do everything it can to make that possible.

Audits allow for a deep, targeted
analysis of what works and what
doesn’t – in the case of a race equity
audit, the core purpose is to identify
successes and shortcomings in equitably
serving people from diverse
backgrounds.
The City of Beverly issued a Request for
Proposals for a Race Equity Audit in
February 2021. With this scope of
work, the City of Beverly sought a
partner to understand how and whether
the City of Beverly government is
creating policy, procedures, and
practices that lead to disparate
outcomes or experiences for people
based on their identity.

HR&A Advisors, Inc.

Over the past 10 years, Beverly has steadily grown in both population and diversity, adding 3,200 residents to the city. Nearly all new residents are
non-white. However, disparities exist in opportunities for diverse residents. On average, Hispanic families have the lowest household income, over 170
percent below the citywide average. Hispanic population groups are more than five times as likely to be living in poverty; Asian and Black residents have
two to three times the likelihood of living in poverty.

Median Household Income by Race
(American Community Survey 2019)
City of
Beverly
Average

$80,600

Share of Population in Poverty
(American Community Survey 2019)
City of Beverly Average

$83,300

41%

Hispanic or Latino
Not Hispanic or
Latino

7%

$54,100

46%

Other
$29,200

27%

Two or More Races

21%

Asian
Black or African
American
City of Beverly
White (Not
Black or African
Median Household Hispanic or Latino)
American
Income

Hispanic or Latino

19%

White

8%

City of Beverly

8%
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About the Audit
HR&A Advisors, Inc. (“HR&A”) is a leading mission-driven advisory firm that places racial equity at the center of planning and economic development. HR&A brings a deep understanding of the role
and power of government to shape cities, complemented by local expertise in Essex County, experience in impactful government road mapping, and commitment to analytical rigor and racial justice
in all projects. HR&A conducted this scope of work between April 2021 through March 2022, with the most concentrated audit analysis occurring from September 2021 to February 2022.
AUDIT METHODOLOGY

CASE STUDY APPROACH

Audits have specific elements that this report uses to assesses whether and how Beverly
constituents might not be served equitably by the City due to their identity, including structural
challenges, institutional racism, and unconscious bias in the policies and practices of the City.

HR&A evaluated the City through the lens of seven departmental audits, using tightly-defined
case studies to learn about how departments are or are not supporting a racially equitable
government.

The audit report creates a foundation for the City develop a framework for racial equity that
will guide the City’s policies and practices going forward, in collaboration with residents and
stakeholders inside and outside of City government. Informed by the audit and inspired by the
framework for racial equity, departments will develop plans to operationalize the changes
necessary to meet the goals of a racially equitable Beverly.

Case Studies:

The audit was divided into three phases:
• Data Request and Functional Review: Summary analysis of the design and desired impact
of City policies and practices
• Staff Validation: Staff interviews to supplement and validate analysis of policy and
practice
• Refinement of Findings: Discussion of draft findings and refinement
Throughout the audit process, HR&A worked closely with a Core Team to send existing
documentation, create data through interviews, and review and validate the audit findings.
Members of the core team were selected based on key government functions; in addition to core
departmental functions, the Core Team included elected leadership (e.g., the Mayor and a City
Counselor) and members already involved in racial equity work in the City of Beverly (Director
of Diversity, Equity, and Inclusion, and a member of the Human Rights Committee).

HR&A Advisors, Inc.

• City Clerk: Are information-sharing efforts effectively serving diverse residents’ needs and
questions?
• Community Services: Recreation: How are major community programs designed and
targeted, and are they achieving the desired impact?
• Human Resources: To what extent does City staff and leadership or elected positions
represent the racial composition of Beverly residents? What are the barriers to meaningful
participation of marginalized people in staff and leadership positions?
• Planning: Does planning and PlanBeverly reflect diverse community needs and
perspectives, and result in satisfactory responses to urgent issues for marginalized people?
• Police, Fire, Emergency Management: Are the policies and practices of the police force
effectively and transparently responding to grievances of people of diverse backgrounds?
• Purchasing: Where are there barriers for diverse vendors to benefit from City spending
and procurement?
• Schools and Public Education: Are public school resources and permitted uses equitably
distributed across the city in response to community needs?

Beverly Race Equity Audit |

6

Methodology
EVALUATION CRITERIA

EVALUATION RANKING

Racial equity is when race can no longer be used to predict life outcomes and outcomes for all groups are improved. Departments were evaluated
based on the people, practices, and policies in place using the following guiding questions:

Departments received a one through three ranking
for each criteria based on the level of existing
services systems for each. Each ranking is expanded
upon in the findings section of this report, both
across the city and per department.

People
• Represent Diverse Residents: City government works best for all when the diversity of City staff reflects the diversity of city residents.
How representative is the staff in the department relative to the diversity of Beverly residents?
• Expand Staff Capacity: Staff that are well trained in serving diverse populations are better able to meet the needs of diverse residents.
How much training and support do staff receive?
Practices
• Accessibility: Making services and programs “accessible” includes language accessibility, physical accessibility, connecting with the
public at the right knowledge level, and more. How accessible is the department to diverse community members?
• Reach Diverse Audiences: Outreach helps to better connect disconnected residents with services, reinforce community networks, and
create opportunities for two-way communication between residents and staff. How well does the department communicate its services
with members of the public?
• Build and Hold Relationships: By maintaining relationships with resident stakeholders, City staff can build trust and understanding
between staff and diverse community members. How well does the department gain awareness of and understand the needs of diverse
community members?
Policies
• Design Inclusively and Effectively: Incorporating a variety of perspectives into policy design can help build buy-in and create a more
effective services. How does the department incorporate diverse perspectives and feedback in the development of new policies,
programs, services?
• Solve Big Problems with Urgency and Agency: To address disparate life outcomes, City governments need both an understanding of
the big problems facing diverse groups and the ability to make change. How well does the department respond to the urgent needs of
diverse community members?
• Track and Disaggregate Data: To ensure that government services, policies, and programs effectively serve diverse audiences, it is
important for city governments to track data that can show the outcomes of a service, policy or program for diverse user groups. How
accountable is the department to track and report information and metrics to meet its goals?

HR&A Advisors, Inc.

1 – Priority System Creation
The department does not yet have the systems in
place to meet diversity, equity, and inclusion goals
on a specific topic. The department should focus on
creating or adapting systems to meet these goals,
looking to other departments for support.
2 – Build On Momentum
The department has systems in place to support
diversity, equity, and inclusion, and should continue
asking deeper questions to make these systems
most impactful and effective.
3 – Continue Work and Lead System Sharing
This department is a model for other departments
within a specific function, and should continue
upholding this excellent work while working to
expand its leadership on the topic. The
department can work to share its approaches and
techniques with others.
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Citywide Findings
Across departments, where can the City of Beverly focus efforts to ensure that race cannot be used to predict life outcomes?
PRACTICES

PEOPLE

POLICIES

Represent Diverse Residents

Accessibility

Design Inclusively and Effectively

• The City of Beverly’s staff do not represent the growing
diversity of Beverly’s resident population. The body of fulltime staff is disproportionately white and many who work
for City began with professional experience from prior
work in city government and/or long histories of
employment with the City of Beverly.

• Accessing existing programs, resources, and services is
complex due to a variety of barriers including but not
limited to English language ability, comfort and familiarity
navigating government websites and documentation,
limited trust in government, and more. English is the primary
language for the vast majority of governmental documentation
today, and few resources exist to translate documents into
other languages.

• While staff and volunteers are beginning to develop new
outreach and engagement skills to reach more diverse
audiences, the design of policies, programs, and services
today serve groups of stakeholders who have traditionally
participated in the policymaking process (e.g. town hall
meetings).

Expand Staff Capacity
• Very little documentation exists today to record
departmental practices or protocols. New staff are trained
through on the job experience and rely upon trainings
received from previous roles in city government.
• The City does not provide targeted trainings, social supports,
or incentives that can aid with hiring and long-term
retention and success of staff with backgrounds different
from the City’s historical hiring practices.
• While many departments participate in professional
networks that provide professional trainings and best
practices from other jurisdictions, access and usage of
resources on diversity, equity, and inclusion remains limited.

HR&A Advisors, Inc.

Reach Diverse Audiences
• While some staff have begun to develop new strategies to
more effectively reach new audiences, City staff lack the
expertise and resources implement new approaches that can
better reach historically under-represented residents.
Build and Hold Relationships
• While some residents have access and feel comfortable
attending meetings, sending emails, or reaching out directly
to City staff, most residents are disconnected from staff and
government decision makers. It is unclear who within each
department is responsible for building community
relationships. Some community members report a lack of
trust in City government to understand their needs and
make decisions that are to their benefit.

Solve Big Problems with Urgency and Agency
• There are very few tools or resources available today for City
staff to measure quality of life improvements and ensure that
City services, policies, programs, or common practices are in
any way addressing disparate outcomes (e.g. wealth
disparity).
Track and Disaggregate Data
• While some departments are required to disaggregate
and track data, for most departments very little data is
collected to track resident outcomes, user experience, and
more.
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3
Continue Work and Lead
System Sharing
This department is a model
for other departments within
a specific function, and
should continue upholding
this excellent work while
working to expand its
leadership on the topic. The
department can work to
share its approaches and
techniques with others.

HR&A Advisors, Inc.

PRACTICES

2
Build On Momentum
The department has systems
in place to support diversity,
equity, and inclusion, and
should continue asking
deeper questions to make
these systems most impactful
and effective.

POLICIES

1
Priority System Creation
The department does not yet
have the systems in place to
meet diversity, equity, and
inclusion goals on a specific
topic. The department should
focus on creating or
adapting systems to meet
these goals, looking to other
departments for support.

PEOPLE

Citywide Findings

City Clerk

Community
Services:
Recreation

Human
Resources

Planning

Police, Fire,
Emergency
Management

Purchasing

Schools and
Public
Education

How representative is the staff in the department relative to the
diversity of Beverly residents?

1

1

1

1

1

1

1

How much training and support do staff receive?

2

1

2

2

3

2

3

How accessible is the department to diverse community members?

2

2

1

2

2

1

2

How well does the department communicate its services with
members of the public?

2

3

2

2

1

1

3

How well does the department gain awareness of and
understand the needs of diverse community members?

2

2

1

3

2

1

2

How does the department incorporate diverse perspectives and
feedback in the development of new policies, programs, services?

1

1

2

2

1

1

1

How well does the department respond to the urgent needs of
diverse community members?

2

2

1

3

2

1

3

How accountable is the department to track and report
information and metrics to meet its goals?

1

1

2

2

2

2

3
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Conclusion and Next Steps
EQUITY FRAMEWORK DEVELOPMENT
Following the finalization of this audit report, department leaders have been asked to consider
the following:
• From the audit focus areas, which focus areas will your department prioritize as "first
mover" action initiatives?
• At a high level, what initial steps can be taken in support of these priority action initiatives?
• What level or type of involvement should departmental staff have in leading action
initiatives?
• What data or resourcing needs are required to advance action initiatives?
• For which action initiatives will cross-departmental coordination be required? With which
departments?
• What external expertise or support will be necessary to support your action initiatives
and/or to help continue to build racial equity understanding and capacity?
• Is there anything else you need to plan for next steps on this initiative? If you have any
remaining questions or things you're particularly hoping to discuss at our workshop, please
note them here. Data Request and Functional Review: Summary analysis of the design and
desired impact of City policies and practices
Following this process, department leaders will continue to work closely to develop departmental
action plans, meeting regularly to measure progress, share learnings, and comprehensively
support an equity framework for the City.

HR&A Advisors, Inc.
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INTRODUCTION

Data trends highlight the importance of this work: there is a clear need to measure equitable outcomes
in Beverly, and the opportunity to design and redesign government systems around those outcomes.
“RACIAL EQUITY IS WHEN RACE CAN NO LONGER BE USED TO PREDICT LIFE OUTCOMES AND OUTCOMES FOR ALL GROUPS ARE IMPROVED.”
GOVERNMENT ALLIANCE ON RACE AND EQUITY
Audits are an objective evaluation of the function of an operation, department, policy, or program. Audits can be conducted both internally and externally; external audits help to remove bias and
provide new perspectives on internal functioning. Audits allow for a deep, targeted analysis of what works and what doesn’t – in the case of a race equity audit, the core purpose is to identify
successes and shortcomings in equitably serving people from diverse backgrounds.
This scope of worked aimed to achieve the following:
1. Build on existing racial justice and equity initiatives from the city and experiences of local advocates and identify where prior efforts have fallen short. The Race Equity Audit process built on the
work and leverage the relationships created by the City’s prior and ongoing efforts around race equity such as Unify Beverly, Human Rights Committee, and the Racial Equity Taskforce. The audit
also connects to the findings and recommendations from the City’s ongoing planning efforts, including the Beverly Comprehensive Master Plan and Beverly and Salem Climate Action and Resilience
Plan. By identifying what has been accomplished through previous efforts and how they have fallen short and for whom, this report creates a better understanding of how the policy, procedures,
and practices of local government can advance equitable outcomes in the future.
2. Foster an understanding of the role of government in advancing race equity across City leadership, staff, and residents. This process increased the capacity within City government to lead and
participate in meaningful conversations about race equity and the role of local government in perpetuating or dismantling racial disparities.
3. Assess the City’s internal practices, mission, values, and public administration to identify where racial bias impacts lived experience through City personnel and policy. The audit included
qualitative and quantitative analyses to measure the experiences of diverse staff across levels of City management and explore how racial identity surfaces in the work and staff composition of
departments and agencies. Paired with these findings, the lived experiences of diverse residents also demonstrated the impact of race on the allocation of City resources and services.

HR&A Advisors, Inc.
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Today, Beverly is 15 percent nonwhite. Geographically, diverse residents live in densely populated areas
throughout the city.
RACIAL COMPOSITION

GEOGRAPHIC DISTRIBUTION

Currently, the largest non-white populations are Hispanic (6 percent) and multi-racial
individuals (4 percent), with roughly equal shares of Asian and Black residents (2 percent).

Geographically, diverse residents are more likely to live in the denser downtown core. As analyzed in
PlanBeverly, the 2020 Master Plan for the City of Beverly, “the racial dispersion map highlights that
racial and ethnic diversity is correlated with population density; that is the areas with more housing per
acre tend to be areas where more people of color live in the City.”

Asian Black Other
2%
2% 1%
Multi Race
4%

American Indian and
Alaska Native
0%

Native Hawaiian
and Pacific Islander
0%

Hispanic
6%

White
85%

Source: US Census, Decennial Census 2020 (Preliminary Results)

HR&A Advisors, Inc.
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Over the past 10 years, Beverly has steadily grown in both population and diversity. Nearly all new
residents are non-white.
POPULATION GROWTH
Between 2010 – 2020, Beverly
has grown steadily, keeping
pace with Essex County overall.
The City of Beverly added
3,200 residents between 2010
– 2020, representing 8% total
growth; over the same period,
Essex County grew by 67,000
residents, or 9% total growth.

Change in Population and Demographics (2010 - 2020)
American Indian and Alaska Native -15 residents
Native Hawaiian and Pacific Islander -13 residents

American Indian and Alaska Native
Native Hawaiian and Pacific Islander

DEMOGRAPHICS SHIFT
Over this same period, Beverly
has become more diverse, as
seen in the chart on the right.

Other
Black
Asian
Multi Race

Other
Black

+115 residents
+330 residents

Asian

+250 residents

Multi Race

+1.2K residents

Hispanic

+1.3K residents

Hispanic

White

White

2010 Total Population

2020 Total Population

+6 residents

Source: US Census (2010, 2020 Preliminary)
HR&A Advisors, Inc.
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New Beverly residents come from diverse backgrounds across all age groups, demonstrating a clear
need for City government to adjust its services to suit the needs of new constituents.
PERCENT CHANGE
For populations under 18, multi-racial and Hispanic populations grew at both the largest share and largest total number; an additional 400 multi-racial and 400 Hispanic youths now call Beverly
home. For populations over 18, the largest share of growth occurred in the same population groups, with nearly 800 new multi-racial adults and 900 new Hispanic adults. While the white population
of residents over 18 grew by only 4%, this represented the largest growth with an additional 1,100 new residents.
Change in Total Population (2010 – 2020)
+ 3,200 residents
Multi Race

239%

Hispanic

93%

Other

66%

Black

57%

Asian
White

Change in Population Under 18 (2010 – 2020)
-120 residents

37%
0%

Multi Race

Change Population 18 and Older (2010 – 2020)
+3,300 residents
182%

Hispanic

79%

Multi Race

284%

Hispanic

102%

Other

68%

Other

Black

65%

Black

54%
47%

Asian

7%

Asian

White

-16%

White

65%

4%

American Indian and Alaska
Native

-36%

American Indian and Alaska
Native

-20%

American Indian and Alaska
Native

-38%

Native Hawaiian and Pacific
Islander

-57%

Native Hawaiian and Pacific
Islander

-83%

Native Hawaiian and Pacific
Islander

-47%

Source: US Census (2010, 2020 Preliminary)
HR&A Advisors, Inc.
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On average, diverse Beverly residents have a lower median household income and are more likely to
be living in poverty.
INCOME

POVERTY

There are wide disparities in income throughout Beverly. White populations hold the highest
median household income, about three percent higher than the citywide average; Hispanic
families have the lowest household income, over 170 percent below the citywide average.

Among population groups, the share of poverty in poverty is not distributed equally. Citywide,
roughly eight percent of individuals are living in poverty. Hispanic population groups are more
than five times as likely to be living in poverty; Asian and Black residents have two to three times
the likelihood of living in poverty.

There is insufficient data on all other racial categories: American Indian and Alaska Native;
Asian; Native Hawaiian and Other Pacific Islander; Some Other Race; Two or More Races.
Median Household Income by Race (2019)
City of
Beverly
Average

$80,600

Share of Population in Poverty (2019)
City of Beverly Average

$83,300

41%

Hispanic or Latino
Not Hispanic or Latino

7%

$54,100

46%

Other
$29,200

27%

Two or More Races

21%

Asian

19%

Black or African American

City of Beverly Median
Household Income

White (Not Hispanic or Black or African American
Latino)

Hispanic or Latino

White

8%

City of Beverly

8%

Source: US Census, American Community Survey 2019 (5-Year Estimates)

HR&A Advisors, Inc.
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AUDIT METHODOLOGY

The Beverly Racial Equity Audit assesses whether and how institutional racism and unconscious bias
influence the policies and practices of the City of Beverly.
AUDIT APPROACH
An audit is an inquiry into a specific function, usually utilizing the following core elements: findings, condition, criteria, cause and effect, supporting evidence, and
recommendations. This report uses these elements to specifically assesses whether and how Beverly constituents might not be served equitably by the City due to
their identity, including structural challenges, institutional racism, and unconscious bias in the policies and practices of the City.
The audit report creates a foundation for the City develop a framework for racial equity that will guide the City’s policies and practices going forward, in
collaboration with residents and stakeholders inside and outside of City government. Informed by the audit and inspired by the framework for racial equity,
departments will develop plans to operationalize the changes necessary to meet the goals of a racially equitable Beverly.
BEVERLY RACE EQUITY AUDIT PHASES
This audit process included three clear phases of analysis to measure City of Beverly functions against racially equitable governance practices. While other types
of audits may be based exclusively qualitative data analysis, this process includes both written policies and unwritten practices, meaning many pieces of “data”
did not yet exist prior to conducting this audit and were created through the process. As such, the process uses more interviews and staff conversations, helping
set the baseline for the City to conduct future audits.
Data Request and Functional Review: Summary analysis of the design and desired impact of City policies and practices
• Primary Research Questions: How does City government wield its levers of power to: form and enforce policy, set and spend the budget, hire talent and
procure, and provide public services?
Staff Validation: Staff interviews to supplement and validate analysis of policy and practice
• Primary Research Questions: Where does practice diverge from policy? Where and how does discretion impact policy implementation? Where do current
City practices and policies lead to racially inequitable outcomes, where one’s identity determines how they are affected by Government policy and/or
practice?

This report broadly uses the
term “diversity” to refer to
differences of:
•

Race

•

Ethnicity

•

Language

•

Nationality

•

Immigration and citizenship
status

•

Emigration

•

Socioeconomic standing

•

Gender identity

•

Sexual orientation

•

Disability status

•

Religion

•

All backgrounds

Refinement of Findings: Discussion of draft findings and refinement
• Primary Research Questions: Where could current City practices and policies lead to racially inequitable outcomes, where one’s identity determines how
they are affected by Government policy and/or practice?

HR&A Advisors, Inc.
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Throughout the audit process, HR&A worked closely with a Core Team to send existing documentation,
create data through interviews, and review and validate the audit findings.
CORE TEAM RESPONSIBILITIES
Communicate to staff and stakeholders about the audit mission and process
Review and approve audit plan for aspects of city governance relevant to their
expertise
• Provide input on the data request questions, potentially available documents

CORE TEAM ASSIGNMENTS
Government Functions

Liaison Assignments

Participant Name

Community Services

Community Services: Recreation

Bruce Doig

Planning

Planning Director or designee

Darlene Wynne

Police, Fire, & Emergency Management Police Chief or designee

Chief LeLacheur

Police, Fire, & Emergency Management Police Chief or designee

Lt. David Costa

• Coordinate the collection of information with assigned governmental functions

Schools and Public Education

School Department representative

Erin Brown

• Review interview plan and provide feedback on interview questions

Human Resources

Human Resources Director

Pauline Teixeira

Political Appointments

Human Rights Commission

Caja Johnson

Purchasing

Purchasing

Dave Gelineau

City Clerk

City Clerk

Lisa Kent

City Clerk

Assistant City Clerk

Christine Dixon

Other Core Team Participants

Mayor

Mayor Cahill

Other Core Team Participants

Mayor's Chief of Staff

Joscelyn Ruelle-Kersker

Other Core Team Participants

Diversity, Equity and Inclusion Director

Abu Toppin

Other Core Team Participants

N/A

Bob Broudo

Other Core Team Participants

N/A

Robert Pierce

Other Core Team Participants

City Councilor

Councilor Kathleen Feldman

Connect HR&A with relevant City staff to provide information and participate in the
audit interviews

Advise on audit research progress
• Review preliminary findings and provide feedback on focus groups plan, target
audiences
Review audit findings and recommendations
Lead prioritization and action planning of recommendations

HR&A Advisors, Inc.
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Racial equity is when race can no longer be used to predict life outcomes and outcomes for all groups are
improved. A government that advances racial equity is one that…
PEOPLE

PRACTICES

POLICIES

Represents Diverse Residents

Is Accessible

Designs Inclusively and Effectively

City government works best for all when the diversity of City
staff reflects the diversity of city residents. This helps to ensure
that the design and implementation of government services
respond to the needs of diverse populations. City staff with
diverse backgrounds are more likely to join and stay in City
government positions when they receive support and when
their opinions and experiences are understood and valued.

Making services and programs “accessible” includes language
accessibility, physical accessibility, connecting with the public
at the right knowledge level, offering different price points,
and more. Different forms of accessibility may apply to
different departments. Departments should be accessible both
to public audiences and internally to staff.

Incorporating a variety of perspectives into policy design can
help build buy-in and create a more effective services,
policies and programs. Non-traditional methods of soliciting
feedback can also help diverse community members weigh in
on existing policies and programs. Design should include both
diverse community voices and representation from various
levels and offices of city government.

Reaches Diverse Audiences
Expands Staff Capacity
Staff that are well trained in serving diverse populations are
better able to meet the needs of diverse residents. Staff with
access to professional resources such as occupational trainings
or support networks are better able to learn new skills and
adapt their practices as the composition and needs of their
community change. Staff with relationships and connections
across departments are also better able to respond to
complex inquiries and more efficiently serve a variety of
resident needs.

City services can effectively reach new and diverse groups by
communicating via platforms and services such as social media
that are popular with target audiences, and by and
leveraging external partners. This approach helps to better
connect disconnected residents with services, reinforce
community networks, and create opportunities for two-way
communication between residents and staff.
Builds and Holds Relationships
By maintaining relationships with resident stakeholders, City
staff can build trust and understanding between staff and
diverse community members. Trusted contacts between City
staff and residents help elevate problems, introduce new
ideas, and create networks to share news and information
about services or programs.

HR&A Advisors, Inc.

Has the Urgency and Agency to Solve Big Problems
To address disparate life outcomes, City governments need
both an understanding of the big problems facing diverse
groups and the ability to make change. Staff therefore need
the capacity to listen and agency to act.
Tracks and Disaggregates Data
To ensure that government services, policies, and programs
effectively serve diverse audiences, it is important for city
governments to track data that can show the outcomes of a
service, policy or program for diverse user groups.
Disaggregating this data by race or background, this data
can help to illustrate the unique needs of different groups of
people, and highlight any gaps in services.
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Departments are audited based on these principles of governance and evaluated on a three-level
ranking system.
Evaluation Ranking

2 – Build On Momentum
The department has systems in place to support diversity, equity,
and inclusion, and should continue asking deeper questions to
make these systems most impactful and effective.
3 – Continue Work and Lead System Sharing
This department is a model for other departments within a
specific function, and should continue upholding this excellent
work while working to expand its leadership on the topic. The
department can work to share its approaches and techniques
with others.

PEOPLE

How representative is the staff in the department relative to the diversity of Beverly residents?
How much training and support do staff receive?

How accessible is the department to diverse community members?
PRACTICES

1 – Priority System Creation
The department does not yet have the systems in place to meet
diversity, equity, and inclusion goals on a specific topic. The
department should focus on creating or adapting systems to
meet these goals, looking to other departments for support.

Evaluation

How well does the department communicate its services with members of the public?
How well does the department gain awareness of and understand the needs of diverse community
members?

POLICIES

How does the department incorporate diverse perspectives and feedback in the development of new
policies, programs, services?
How well does the department respond to the urgent needs of diverse community members?

How accountable is the department to track and report information and metrics to meet its goals?

HR&A Advisors, Inc.
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This report evaluates one case study for seven departments, the lessons from which can be broadly
applied within the departments and other government functions.
HUMAN RESOURCES

CITYWIDE FINDINGS

CITY CLERK

COMMUNITY SERVICES: RECREATION

Are information-sharing efforts effectively
serving diverse residents’ needs and
questions?

How are major community programs
designed and targeted, and are they
achieving the desired impact?

Pages 26-31

Pages 32-37

Pages 24 & 25

To what extent does City staff and
leadership or elected positions represent the
racial composition of Beverly residents? What
are the barriers to meaningful participation
of marginalized people in staff and
leadership positions?
Pages 38-43

PLANNING

POLICE, FIRE, EMERGENCY MANAGEMENT

Does planning and PlanBeverly reflect
diverse community needs and perspectives,
and result in satisfactory responses to urgent
issues for marginalized people?

Are the policies and practices of the police
force effectively and transparently
responding to grievances of people of
diverse backgrounds?

Pages 44-49

Pages 50-55

HR&A Advisors, Inc.

PURCHASING

SCHOOLS AND PUBLIC EDUCATION

Where are there barriers for diverse vendors
to benefit from City spending and
procurement?

Are public school resources and permitted
uses equitably distributed across the city in
response to community needs?

Pages 56-61

Pages 62-67
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AUDIT FINDINGS

CITYWIDE FINDINGS
Across departments, where can the City of Beverly focus efforts to ensure that race cannot be used to predict life outcomes?
PRACTICES

PEOPLE

POLICIES

Represent Diverse Residents

Accessibility

Design Inclusively and Effectively

• The City of Beverly’s staff do not represent the growing
diversity of Beverly’s resident population. The body of fulltime staff is disproportionately white, and most City leaders
have professional experience from prior work in city
government and/or long histories of employment with the
City of Beverly.

• Accessing existing programs, resources, and services is
complex due to a variety of barriers including but not
limited to English language ability, comfort and familiarity
navigating government websites and documentation,
limited trust in government, and more. English is the primary
language for the vast majority of governmental documentation
today, and few resources exist to translate documents into
other languages.

• While staff and volunteers are beginning to develop new
outreach and engagement skills to reach more diverse
audiences, the design of policies, programs, and services
today serve groups of stakeholders who have traditionally
participated in the policymaking process (e.g. town hall
meetings).

Expand Staff Capacity
• Very little documentation exists today to record
departmental practices or protocols. New staff are trained
through on the job experience and, in many cases, receive
ongoing training through workshops external to the City of
Beverly that could benefit from better documentation and
standardized access among staff.
• The City does not provide targeted trainings, social supports,
or incentives that can aid with hiring and long-term
retention and success of staff with backgrounds different
from the City’s historical hiring practices.
• While many departments participate in professional
networks that provide professional trainings and best
practices from other jurisdictions, access and usage of
resources on diversity, equity, and inclusion remains limited.

HR&A Advisors, Inc.

Reach Diverse Audiences
• While some staff have begun to develop new strategies to
more effectively reach new audiences, City staff lack the
expertise and resources to implement new approaches that
can better reach historically under-represented residents.
Build and Hold Relationships
• While some residents have access and feel comfortable
attending meetings, sending emails, or reaching out directly
to City staff, most residents are disconnected from staff and
government decision makers. It is unclear who within each
department is responsible for building community
relationships. Some community members report a lack of
trust in City government to understand their needs and
make decisions that are to their benefit.

Solve Big Problems with Urgency and Agency
• There are very few tools or resources available today for City
staff to measure quality of life improvements and ensure that
City services, policies, programs, or common practices are in
any way addressing disparate outcomes (e.g. wealth
disparity).
Track and Disaggregate Data
• While some departments are required to disaggregate
and track data, for most departments very little data is
collected to track resident outcomes, user experience, and
more.
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3
Continue Work and Lead
System Sharing
This department is a model
for other departments within
a specific function, and
should continue upholding
this excellent work while
working to expand its
leadership on the topic. The
department can work to
share its approaches and
techniques with others.

HR&A Advisors, Inc.

PRACTICES

2
Build On Momentum
The department has systems
in place to support diversity,
equity, and inclusion, and
should continue asking
deeper questions to make
these systems most impactful
and effective.

POLICIES

1
Priority System Creation
The department does not yet
have the systems in place to
meet diversity, equity, and
inclusion goals on a specific
topic. The department should
focus on creating or
adapting systems to meet
these goals, looking to other
departments for support.

PEOPLE

CITYWIDE FINDINGS

City Clerk

Community
Services:
Recreation

Human
Resources

Planning

Police, Fire,
Emergency
Management

Purchasing

Schools and
Public
Education

How representative is the staff in the department relative to the
diversity of Beverly residents?

1

1

1

1

1

1

1

How much training and support do staff receive?

2

1

2

2

3

2

3

How accessible is the department to diverse community members?

2

2

1

2

2

1

2

How well does the department communicate its services with
members of the public?

2

3

2

2

1

1

3

How well does the department gain awareness of and
understand the needs of diverse community members?

2

2

1

3

2

1

2

How does the department incorporate diverse perspectives and
feedback in the development of new policies, programs, services?

1

1

2

2

1

1

1

How well does the department respond to the urgent needs of
diverse community members?

2

2

1

3

2

1

3

How accountable is the department to track and report
information and metrics to meet its goals?

1

1

2

2

2

2

3
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Overview

CITY CLERK

Findings
Action Plan Focuses
Core Functions
The City Clerk helps provide information and answer
public questions about municipal services, which could
range from voting or participating in local meeting to
government forms like birth, marriage, or death
certificates.
Additionally, the City Clerk keeps record of all Beverly
City Council meetings and the history of the City of
Beverly.
The office provides services primarily in person, by mail,
and on the City Clerk page of the City of Beverly
website. The City Clerk hours of operation are Monday,
Tuesday and Wednesday from 8:30 am to 4:30 pm,
Thursday from 8:30 am to 7:30 pm, and Friday from
8:30 am to 1 pm.

How You Can Use the City Clerk’s Office

“How can I get a birth
certificate for my son,
who was born in
another country?”

“I want to start a
business, but I don’t
know how it works.
Can you help?”

“I just gave birth, but
the father is unable to
sign the birth certificate.
What should I do?”

HR&A Advisors, Inc.

“I recently lost a loved one
and am too overwhelmed to
think about next legal steps.
Can you help?”

“My grandmother only
speaks Spanish but
wants to participate in
the election. Can you
help me find out how to
register her to vote?”

“My family just moved
here, and our neighbor
asked if we have
registered our dog. How
do I do that?”
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Overview

CITY CLERK

Evaluation Ranking Key
1: Priority System Creation

Findings

2: Build On Momentum

Action Plan Focuses

3: Continue Work and Lead System Sharing

Case Study

“My grandmother
only speaks Spanish
but wants to
participate in the
election. Can you help
me find out how to
register her to vote?”

HR&A Advisors, Inc.

PRACTICES

The ability to call the City and have questions answered,
whether about upcoming elections, policy changes, or vital
records, is a key determinant for government to serve all
residents and all their needs. In addition, it is an important
way to increase civic engagement and improve experiences
with government. Inequitable access to public information and
resources leads to an information gap for Beverly residents
that cannot access the information or cannot easily understand
the information and aren’t provided support.

POLICIES

Are information-sharing efforts effectively serving diverse
residents’ needs and questions?

PEOPLE

Evaluation
How representative is the staff in the department relative to the diversity of
Beverly residents?

1

How much training and support do staff receive?

2

How accessible is the department to diverse community members?

2

How well does the department communicate its services with members of the
public?

2

How well does the department gain awareness of and understand the needs of
diverse community members?

2

How does the department incorporate diverse perspectives and feedback in the
development of new policies, programs, services?

1

How well does the department respond to the urgent needs of diverse community
members?

2

How accountable is the department to track and report information and metrics to
meet its goals?

1
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Overview
Findings
Action Plan Focuses

CITY CLERK | PEOPLE
Are information-sharing efforts effectively serving diverse residents’ needs and questions?
How representative is the staff in the department relative to the diversity of Beverly residents?
Existing Conditions: The City Clerk’s office has five total staff members, including the City Clerk, Assistant City Clerk, Principal Clerk, Assistant Registrar, and Registrar of
Voters (Elections). As reported by the staff, all five are from similar backgrounds.
Equity Evaluation: Staff are in frequent communication with diverse community members and are thus tuned in to various life experiences. However, the lack of racial and
ethnic diversity can inhibit department’s ability understand and serve residents. For example, no staff members speak another language (e.g., Spanish, Chinese), despite
reports of many customers coming in that do not speak English as their first language.
Strengths to Build On: Staff are in frequent contact with many community members, and thus have some insight into the lived experiences of Beverly’s diverse populations. City
Clerk staff take a clear “case management” approach and work to treat each visitor’s needs and perspectives as unique. This helps make people feel more comfortable and
supported, despite being in an unfamiliar and potentially uncomfortable environment.

1
Priority
System
Creation

How much training and support do staff receive?
Existing Conditions: There is no official training provided for clerks, though some staff have taken classes and attended conferences designed for clerks to learn new skills and
create a professional network. Some staff received different training courses focused on “customer service” and “handling a difficult customer,” for which they received
certificates.

2
Equity Evaluation: Staff are largely taught “on the job” and frequently rely on previous experience, which can be a barrier to hiring staff without similar previous experience.
Build On
All staff have received formal training on customer experience, thus learning new tactics for engagement and better serving residents from diverse backgrounds. Engaging
Momentum
frequently with a professional network helps keep all staff members updated on modern City Clerk policies and practices, and also creates a support network if there are any
tricky questions or new challenges.
Strengths to Build On: Staff have worked to cross-train and create some functional redundancy within the office, so that multiple people are able to do core department
functions. This creates important duplicity to ensure customers can be assisted regardless of staff availability.

HR&A Advisors, Inc.
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Overview
Findings
Action Plan Focuses

CITY CLERK | PRACTICES
Are information-sharing efforts effectively serving diverse residents’ needs and questions?
How accessible is the department to diverse community members?
Existing Conditions: People can reach the City Clerk’s office by phone, email, mail, and in person. The City Clerk hours of operation are Monday, Tuesday and Wednesday
from 8:30 am to 4:30 pm, Thursday from 8:30 am to 7:30 pm, and Friday from 8:30 am to 1 pm. Services are almost exclusively available in English.
Equity Evaluation: Extended hours of operation help increase access to people with inflexible work schedules. Staff do not expect people to come with any preexisting
knowledge of government function, which may reduce intimidation and encourage people to return to the office.
Strengths to Build On: Staff in the department work to take a “case management approach,” and support each customer’s unique needs. This helps create a welcoming
environment, particularly for a person who may have already been passed through multiple departments.

2
Build On
Momentum

How well does the department communicate its services with members of the public?
Existing Conditions: The department primarily uses its website to communicate with the public, including a “Frequently Asked Question” page (e.g., “how do I get a copy of a
vital record?”). The office also uses a Facebook page to tell people when there is an upcoming City Council meeting but has not used it for other communications.
Equity Evaluation: More proactive communications will reach broader audiences, including the Facebook page and building relationships with community members. Using
varied communication tools can help bring in new customers and bridge inequities in digital literacy.
Strengths to Build On: The City Clerk responds thoughtfully and sensitively to people once they reach the department, which creates a more positive experience for a new
customer and reinforces their services for a repeat customer.

2
Build On
Momentum

How well does the department gain awareness of and understand the needs of diverse community members?
Existing Conditions: Staff are in frequent conversation with community members that bring questions to them.
Equity Evaluation: The City Clerk’s office responds well to questions that are brought to them and can work to more proactively gain awareness questions or concerns that
have not yet reached them. The department has been increasingly working to anticipate needs and create resources to answer questions in advance. For example, leading up
to an election, staff created a specific “Elections” webpage.
Strengths to Build On: The City Clerk has created some relationships outside of the department that better allow it to meet the needs of some groups. For example, the
department is in frequent communication with the hospitals to coordinate information on birth and death certificates.

HR&A Advisors, Inc.

2
Build On
Momentum
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Overview
Findings
Action Plan Focuses

CITY CLERK | POLICIES
Are information-sharing efforts effectively serving diverse residents’ needs and questions?
How does the department incorporate diverse perspectives and feedback in the development of new policies, programs, services?
Existing Conditions: The City Clerk’s information-sharing efforts do not currently incorporate any external perspectives or feedback. This includes both the perspectives of
members of the public and other departments in the City of Beverly.
Equity Evaluation: Feedback on services helps make sure the services are having the impact intended and desired by both staff and the customer. This could range from
rephrasing a standard email responses to be clearer to adding information on the website to meet a specific need to.
Strengths to Build On: The City Clerk responds to questions and needs very iteratively; each customer offers a new learning opportunity to how to meet a specific need. Using
this mindset, a framework can be developed to solicit more regular and formal feedback.

1
Priority
System
Creation

How well does the department respond to the urgent needs of diverse community members?
Existing Conditions: The City Clerk responds to urgent needs that are brought to the department, which frequently serve residents from diverse backgrounds. For instance, the
office helps people access vital records like birth certificates in non-traditional cases (e.g., an incarcerated parent).
Equity Evaluation: The department addresses questions that are brought to the department, but here are not enough feedback loops to know if the City Clerk is addressing
the breadth of needs that people may be facing. Seeking more proactive connections with diverse communities will better enable the department to comprehensively serve
resident needs.

2
Build On
Momentum

Strengths to Build On: Staff are solution-oriented and work to address the immediately present needs at hand. By asking deeper questions, staff can translate this customer
service into more holistic service.
How accountable is the department to track and report information and metrics to meet its goals?
Existing Conditions: The department logs vital records, business license certificates, and other information, but does not track information on calls. There is no written policy on
how to triage calls. The City Clerk’s office has not set department-wide goals that it could measure itself against.
Equity Evaluation: Data on common questions and where/who they come from will better show strengths and weaknesses in the City Clerk’s services. This includes common
questions that may warrant public education and outreach. Monitoring this data in real time will also show which communication and outreach efforts are effective, helpfully
showing where the department may need to shift resources.

1
Priority
System
Creation

Strengths to Build On: Staff in the department are extremely organized and responsive, and are already working to document some of the technical internal processes they
are responsible for. By taking an extra step to systematically create and track data, it will reinforce some of these formal policy mechanisms.

HR&A Advisors, Inc.
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Overview
Findings
Action Plan Focuses

CITY CLERK
Are information-sharing efforts effectively serving diverse residents’ needs and questions?

Represent Diverse Residents
•

Increase the diversity of staff in all positions, and/or
reinforce and expand access to trainings on cultural
competence in customer service transactions within the
Clerk’s office and with other departments.

Accessible
•

Expand Staff Capacity
•

•

•

HR&A Advisors, Inc.

Create written documentation of departmental practices
to ensure staff are accountable to a standard set of
protocols that ensure the City can effectively meet the
needs of a wide variety of users. Documentation,
including an internal guide on how to address
common questions and requests, should aim to reduce
implicit bias by identifying best practices in customerfacing interactions and developing accountability
metrics for staff to meet these best practices. Share
this document with other customer-facing departments.
Regularly update the “Frequently Asked Questions”
website page with new requests that may answer
common questions for new community members.
Improve interdepartmental call handling and triage
approach to improve caller experience. Collect and
address feedback from callers on current call
handling approach.

POLICIES

PRACTICES

PEOPLE

Investigate existing services and access points to identify
barriers diverse users may face. Add pathways for
non-English speakers to access City Clerk services,
promote late-Thursday hours and alternative forms to
contact the office, and make other changes to
increase access to the Clerk’s office.

Design Inclusively and Effectively
•

Reach Diverse Audiences
•

Target communications to address the needs of residents
underrepresented today within the user population of
the Clerk’s office. Quantify the ability of existing
communication tools, (e.g. Facebook) to reach current
and potential future users of Clerk’s office services.

•

Build and activate information networks. Create
documentation that makes it easy for partners,
“repeat customers” and first-time visitors to share
vital info from the City Clerk.

Build and Hold Relationships
•

Map and clarify how City Clerk staff will maintain and
expand relationships with community institutions and
trusted organizations that serve as extensions of the
Clerk’s office across the city (e.g., hospitals).

Involve historically underrepresented residents in Clerk’s
office service design activities. When possible, ask
community members to participate in designing
services, communications, and tools and identify or
address questions and unmet needs throughout the
community (e.g., a “How To Register Your Business”
guide).

Solve Big Problems with Urgency and Agency
•

Conduct outreach to identify community questions and
concerns that are not effectively served today by the
City Clerk’s office, and develop informational
resources, partnerships, services, or otherwise to
address unmet community needs.

Track and Disaggregate Data
•

Continually evaluate quality of services. Create
strategies to collect data that tracks demographic
info about users and patterns in office services, such
as which requests are coming in and from whom, to
identify focus areas for future improvements.
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Overview

COMMUNITY SERVICES: RECREATION

Findings
Action Plan Focuses
Core Functions

How You Can Use the Recreation Department

The Recreation Department supports a range of activities
within Beverly:
• Maintain open space for all residents: from Beverly’s
parks and playgrounds to beaches, trails, and other
open space, the Recreation Department plans for and
supports access to recreation for all residents.
• Put on community programs and camps: the
department works across the city to support activities
and programs, some focused on health and wellness
(e.g., yoga classes, strength training) and others
hobby-based (e.g., fly fishing, chess, cornhole).
• Host classes and training: Beverly residents can learn
to be an umpire, get CPR trained, or learn financial
literacy through courses offered by the Recreation
Department.

“My neighbors and I
have an idea for a
community cooking class
and want to help teach it.
Could you help us?

“My child wants their first
job and a friend told
them about a babysitting
class. What is it? How
would they sign up?”

• Create youth jobs: students can participate in the
summer camps and work in the Parks Program as
counselors.
• Manage registrations and rentals for events in parks:
anyone can reserve Beverly’s open space for their
own use using the “Forms” function on the website.
• Set and oversee enforcement of rules in parks: the
Recreation Department works with public safety
officers to make sure all visitors feel safe in Beverly's
parks and open space.
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“My son wants to play in
the park, but I don’t think
it’s safe when it’s dark
out. Are you planning to
put lights up?”

“What free
events are there
this summer?”

“My sister is
coming to visit and
uses a wheelchair.
What parks can I
take her to?”

“My daughter wants to
play soccer, but I can’t
afford the registration.
Can you explain how to
apply for a scholarship?”

“We want to host my
daughter’s quinceañera in
the park. Do I need to
reserve it or do anything
in advance?”
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Overview

COMMUNITY SERVICES: RECREATION

Evaluation Ranking Key
1: Priority System Creation

Findings

2: Build On Momentum

Action Plan Focuses

3: Continue Work and Lead System Sharing

Case Study

“My daughter wants
to play soccer, but I
can’t afford the
registration. Can
you explain how to
apply for a
scholarship?”

HR&A Advisors, Inc.

PEOPLE
PRACTICES

In many cities, the most vocal residents are those who have
their needs met most completely, including via recreational
services. When administrators serve and advertise those uses
for those vocal participants (e.g., outdoor yoga classes), many
diverse residents will not feel welcome in public parks, and this
sentiment is frequently supported by a variety of rules and
policies that govern behavior and appearance in public
spaces and programs. In Beverly – who most often determines
how and when public space, including parks, should be used?
Who is excluded today from the city’s available park spaces
and programs, or which behaviors are not welcome, and how
could that lead to inequity?

POLICIES

How are major community programs designed and
targeted, and are they achieving the desired impact?

Evaluation
How representative is the staff in the department relative to the diversity of
Beverly residents?

1

How much training and support do staff receive?

1

How accessible is the department to diverse community members?

2

How well does the department communicate its services with members of the
public?

3

How well does the department gain awareness of and understand the needs of
diverse community members?

2

How does the department incorporate diverse perspectives and feedback in the
development of new policies, programs, services?

1

How well does the department respond to the urgent needs of diverse community
members?

2

How accountable is the department to track and report information and metrics to
meet its goals?

1
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Findings
Action Plan Focuses

COMMUNITY SERVICES: RECREATION | PEOPLE
How are major community programs designed and targeted, and are they achieving the desired impact?
How representative is the staff in the department relative to the diversity of Beverly residents?
Existing Conditions: The Recreation Department has five full time staff members, though the labor force expands greatly during the summer to over 100 employees.
Summertime employees include camp counselors, camp directors, medical coordinators, rangers (that collect money and enforce rules). Staff have identified a lack of diversity
among the workforce, particularly among the summer Parks Program youth staffers.

1

Equity Evaluation: The lack of diversity among staff may be inhibiting the department’s ability to connect with wider audiences. Diverse members of the community are more
likely to participate in programming if they see it as a welcoming space where they will be understood and respected. Staff from diverse backgrounds may hold relationships
with new and wider communities, and can enhance the department by bring together new ideas for programming.

Priority
System
Creation

Strengths to Build On: Staff are very interested in adding diverse members to staff and particularly recognize the value of having youth of color serve as camp counselors,
which will help other youths see themselves in the programming. For Parks Program staff, intentionally are not “hiring people to fill a quota”, but rather, “seeking as diverse
and representative of a culture as possible”. This holistic focus on the value of diverse voices is an important foundation to continue seeking new staff.
How much training and support do staff receive?
Existing Conditions: There are few written processes with the Recreation Department, including around addressing grievances. For example, during a community meeting, staff
may be expected to respond to a criticism over a specific program that advances the department’s inclusionary goals (e.g., night lighting for basketball courts). There is not a
written documentation that gives staff clear support and guidance for how to address similar situations.
Equity Evaluation: Written policies surrounding community programs and policies create needed accountability for both community members and staff. Staff need a clear
appointment of power and support, indicating there is a leadership gap in departmental support for diversity initiatives.

1
Priority
System
Creation

Strengths to Build On: Staff have lots of training and support in many other areas of their roles and responsibilities, and some have even grown up attending programs within
the Beverly Recreation Department and have built up the necessary mentorship structures to succeed. These same resources can be used to give staff the ability to advance
racial equity goals.

HR&A Advisors, Inc.
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Action Plan Focuses

COMMUNITY SERVICES: RECREATION | PRACTICES
How are major community programs designed and targeted, and are they achieving the desired impact?
How accessible is the department to diverse community members?
Existing Conditions: In the summer months, the department has a presence in all parks throughout the city through the Parks Program staff. However, there is still disparate
park usage, and lower attendance in lower income neighborhoods. The department also supports park accessibility, including ADA compliance, provision of water and shade,
and capital planning projects to increase services for various residents (e.g., public restrooms with changing tables). Throughout the city, these capital planning efforts have
resulted in 28 rebuilt playgrounds.

2

Equity Evaluation: Presence in all city parks may motivate people to utilize their nearest park even if they are not traditionally park users, in turn, helping spread equal access Build On
to services. Therefore, the department should include softer social factors that impact people’s decisions to use or not use the park. For instance, there may be “community
Momentum
policing” or security and surveillance approaches that discourage people from using Beverly’s parks and programs if they are made to feel unwelcome. Other examples,
including language inclusion, may be making park programming feel inaccessible to diverse residents.
Strengths to Build On: The department already has people in all Beverly parks that are ambassadors for the department, which is an important way to increase visibility for
the department.
How well does the department communicate its services with members of the public?
Existing Conditions: Historically, the Recreation Department distributed a pamphlet of events and activities to all households in Beverly, which could then be referenced
throughout the year. During the COVID-19 pandemic, the department was faced with lots of variability in scheduling and thus moved to a digital platform. Now, staff utilize a
virtual calendar for Recreation Department programs and use some social media to promote events. Additional relationships, including with Beverly families and past program
participants, help spread the word as well.
Equity Evaluation: Wider communication can help spread the word on programs through a variety of sources, which helps alert different people. Staff doing direct outreach
helps create a relationship and resource for community members that may have trouble navigating a website.

3
Continue
Work and
Lead
System
Sharing

Strengths to Build On: The department can build on existing resources to expand communication networks, for instance, adding external community programs to the
department’s virtual calendar to spread the word about other recreational opportunities.
How well does the department gain awareness of and understand the needs of diverse community members?
Existing Conditions: The department has some existing forums to be responsive to community members, including community boards.
Equity Evaluation: Underrepresented groups are less likely to attend traditional community meetings for a variety of reasons, including less exposure to government processes
and less trust in the value of attending. Thus, creating more varied forms of engagement could allow the department to better understand the needs of diverse community
members and build and relationships.

2
Build On
Momentum

Strengths to Build On: Staff within the department have experience in public-facing settings, which can be reapplied in new and creative ways.

HR&A Advisors, Inc.
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COMMUNITY SERVICES: RECREATION | POLICIES
How are major community programs designed and targeted, and are they achieving the desired impact?
How does the department incorporate diverse perspectives and feedback in the development of new policies, programs, services?
Existing Conditions: The department has opportunities for community members to weigh in on the design of programs, including community forums. Additionally, members of
the community reach out to staff (e.g., over email or phone) to express interest in new programs or request specific classes.
Equity Evaluation: Policies, programs, and services that are based on ad-hoc feedback are unlikely to serve all residents, particularly those from diverse backgrounds that do
not utilize traditional government engagement opportunities. Rather, through widespread market research, the department can draw from more varied audiences.
Strengths to Build On: Staff are interested in market research and conducting polls and other tactics but don’t have the resources to do so. The department does report some
community connections (e.g., director is a football coach) that can be nurtured to support this goal.

1
Priority
System
Creation

How well does the department respond to the urgent needs of diverse community members?
Existing Conditions: The Recreation Department creates programs for many different community members, including English as a Second Language (ESL) classes and financial
literacy lessons designed for seniors. The department also focuses on access to these programs through scholarships.
Equity Evaluation: Increasing access to services and programs increases services for some families, but the Recreation Department has not yet collected data to create an
understanding of additional urgent needs within the community. For instance, there may be people who need specific programs at their park (e.g., a CPR certification course)
but do not know how to raise that request.

2
Build On
Momentum

Strengths to Build On: The department can adjust the annual programming calendar based on interest, making the department uniquely nimble with room for creativity.

How accountable is the department to track and report information and metrics to meet its goals?
Existing Conditions: While the department collects total program participation data, it does not disaggregate this data. There is no existing demographic data on general
park usage (e.g., outside of Recreation Department programs).
Equity Evaluation: Staff have observed a potential disconnect between residents of color and park usage, but haven’t yet started a data inquiry to determine where and for
which residents. Disaggregated data helps create systems of accountability for the department in where its services are falling short to meet the needs of diverse residents.
Strengths to Build On: The department has a preliminary data system in place to track enrollment numbers for all programs, and these figures are compared annually and
across programs. This dataset is a helpful foundation to add more nuanced points to.

HR&A Advisors, Inc.
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COMMUNITY SERVICES: RECREATION
How are major community programs designed and targeted, and are they achieving the desired impact?

PEOPLE
Represent Diverse Residents
• Research and test strategies to address the hiring gap for
youth staff of color. Diversify staff hired to lead and
support program activities. Recruit staff with broader
language fluency and diverse backgrounds,
particularly for youth programs. Expand hiring and
recruitment partnerships with diverse community
groups, and work with current staff to identify selling
points and advance strategies that can increase the
effectiveness of referrals for potential new staff.
Expand Staff Capacity

HR&A Advisors, Inc.

•

Empower staff to test new program strategies. Identify
and remove barriers to allow staff and program
users to have more agency in altering the design of
services and programs in support of their unique
needs and goals.

•

Create new documentation to standardize and
streamline processes for internal staff coordination,
outreach and hiring practices, and event coordination.

PRACTICES
Accessible
•

Identify barriers to program participation. Conduct
outreach or collect data to understand who
participates in existing programming, who does not,
and why.

•

Expand programs to serve underserved neighborhoods
and resident groups. Identify avenues to target
additional programming to geographic areas and
user groups that lack options for recreation yearround.

Reach Diverse Audiences
•

Work with community members to expand promotion
and communications to more effectively reach all
residents with info about offerings or requests for
input. Determine new ways to distribute information
to different segments of the community based on
existing successful information sharing methods (e.g.,
flyers, referral partnerships, pickup games).

Build and Hold Relationships
•

Create a clear partnership framework that articulates
where and why to partner with community
organizations to fill gaps in the recreational
programming schedule.

POLICIES
Design Inclusively and Effectively
•

Extend opportunities for residents and organizations to
continually provide input and improve programs and
services over time. Source feedback on current/past
programs to shape upcoming programs.

Solve Big Problems with Urgency and Agency
•

Ensure that parks are welcoming to all by investigating
park policy and enforcement to foster more inclusive
and welcoming environments.

Track and Disaggregate Data
•

Conduct quantitative reviews and audits to identify
successes and address disparities in access to recreation
programming. Analyses should investigate
disaggregated attendance data, uncover inequities in
the capital and operating budgets, and qualitatively
illustrate different audiences’ desires for park system
usage. The resulting data will give staff an
understanding of which groups are not yet reached
by programming and opportunities, which can then be
used as a benchmark to measure against data
collected in the future on program quality and reach.
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How You Can Use the Human Resources Department

The Human Resources department serves both publicfacing and internal government roles for the City of
Beverly.
Externally, the department supports recruitment and
hiring at a range of levels for many departments. For
example, if a job is opening up in the library, the
Beverly Public Library will send a job description to the
Human Resources Department to advertise the position.
Likewise, the department helps advertise the position
and conduct outreach to find candidates. In some cases,
the department may support interviewing candidates for
City positions.
The department’s internal duties include:
• Employee and retiree benefits
• Compensation administration
• Manage contracts with unions

“Do you have any part
time jobs available? My
kids are in school so I
want to be free in the
afternoon.”

“I grew up in Beverly
and want to move
home after college. Are
you coming to my
school’s career fair?”

• Public facing roles include helping with recruitment
and hiring
“I’ve never worked in
City government before
and don’t really know
what this position is,
could I still be hired?”

HR&A Advisors, Inc.

“I want to apply for a
job at the City but don’t
speak much English and
need help filling out the
application.”

“I have a question
about my application
for a job at the library.
Who is the right person
to call?”

“My cousin was
recently put on parole
and is looking for
work. Are there any
jobs at the City?”
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HUMAN RESOURCES

Evaluation Ranking Key
1: Priority System Creation

Findings

2: Build On Momentum

Action Plan Focuses

3: Continue Work and Lead System Sharing

Case Study

“I want to apply for
a job at the City but
don’t speak much
English and need
help filling out the
application.”

HR&A Advisors, Inc.

PRACTICES

The policies and practices that guide hiring at the City of
Beverly will in turn shape the policies and practices of the
entire city. As staff are promoted and rise into leadership
positions, they exert more influence over city policies. The City
of Beverly may inequitably recruit, hire, and promote staff of
color. Unconscious or implicit biases frequently exist within
hiring, annual performance review evaluations, and internal
promotion processes. At best, this leads to inequitable
professional development opportunities across City employees;
at worst, it leads to unjust leadership, inadequate support, and
high turnover disproportionately for staff members of color.

POLICIES

To what extent does City staff and leadership or elected
positions represent the racial composition of Beverly
residents? What are the barriers to meaningful participation
of marginalized people in staff and leadership positions?

PEOPLE

Evaluation
How representative is the staff in the department relative to the diversity of
Beverly residents?

1

How much training and support do staff receive?

2

How accessible is the department to diverse community members?

1

How well does the department communicate its services with members of the
public?

2

How well does the department gain awareness of and understand the needs of
diverse community members?

1

How does the department incorporate diverse perspectives and feedback in the
development of new policies, programs, services?

2

How well does the department respond to the urgent needs of diverse community
members?

1

How accountable is the department to track and report information and metrics to
meet its goals?

2
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HUMAN RESOURCES | PEOPLE
To what extent does City staff and leadership or elected positions represent the racial composition of Beverly residents? What are the barriers
to meaningful participation of marginalized people in staff and leadership positions?
How representative is the staff in the department relative to the diversity of Beverly residents?
Existing Conditions: As of 2019, the racial composition of staff in the City of Beverly, was 98.6% white, 1% Black, and 0.3% Hispanic. No non-white staff were in the highest
leadership levels or income bands. The Human Resources Department currently has two full time one part time staff members, all of whom are involved in hiring and recruiting.
Equity Evaluation: The lack of diversity within the City of Beverly may be creating implicit biases within the hiring and promotion cycle, particularly because many
departments conduct independent interview processes. The City is taking efforts to reduce this bias, including leveraging the Diversity, Equity and Inclusion Director to review all
applications and add some to the interview list. While individuals can play an important role, it is unfair and unsustainable for the responsibility of representation to fall on one
person.

1
Priority
System
Creation

Strengths to Build On: Existing departmental processes have focused on creating an “equal” experience for staff and applicants, which is a good foundation to work towards
an “equitable” experience in which all staff and applicants have their unique needs considered and met.
How much training and support do staff receive?
Existing Conditions: The Human Resources director and other staff have attended 10 trainings specifically on diversity since 2020, with trainings focused on recruiting diverse
candidates, cultural awareness, systemic racism, unconscious bias, and internal inclusion and . Internally, the department has recently shifted some resources to focus on
recruiting more diverse talent. For example, the department head is working with Diversity, Equity and Inclusion Director to learn new tactics for outreach. Externally, staff
utilize a regional network of human resource departments; the listserv is primarily used to ask questions and ask peer cities if they have precedents or experiences with a new
topic.
Equity Evaluation: While the Human Resources department does have formal processes, the department has a gap in writing down procedures for other departments to use
during hiring processes (staff will send a list of sample interview questions when asked, but there is not a written best practices for interviewing, document, a checklist for
preparing job descriptions, etc.). Documenting processes and protocols can help reemphasize and build shared understanding, enable more consistency across the City, and
reduce implicit bias. In addition, the End of Year performance review process requires a more dynamic and progressive performance evaluation than what currently exists in
order to help staff grow over time and support managers in tapping into the different skills and perspectives that existing and future employees can bring to reduce bias and
disparities.

2
Build On
Momentum

Strengths to Build On: The department should continue to tap into available resources available from the Massachusetts Municipal Association, which has courses and
certifications and a helpful network of other human resources directors.

HR&A Advisors, Inc.

Beverly Race Equity Audit | 40

Overview
Findings
Action Plan Focuses

HUMAN RESOURCES | PRACTICES
To what extent does City staff and leadership or elected positions represent the racial composition of Beverly residents? What are the barriers
to meaningful participation of marginalized people in staff and leadership positions?
How accessible is the department to diverse community members?
Existing Conditions: For all job advertisements, the department has added new equal opportunity employer (EEO) language. Internally, Human Resources is available to all staff and has
been working to promote themselves as a resource (e.g., staff send out information on things like the employee assistance program).
Equity Evaluation: For existing staff of color or potential applicants from diverse backgrounds, the department does not have any existing resources to explicitly connect with people
who might have additional barriers to succeeding in their role. New staff, particularly those from underrepresented backgrounds, need more social support to thrive in their role. Affinity
groups can help people who are in the minority of government staff learn how to navigate the space.

1
Priority
System
Creation

Strengths to Build On: The department plays a central role in City operations and has lots of connections and leverage throughout all departments. It can use this to impart pretty
widespread change (e.g., the success of adding EEO language).
How well does the department communicate its services with members of the public?
Existing Conditions: The department must post job listings on the City bulletin board, and additionally posts jobs on the Massachusetts Municipal Association (MMA) website and many
other online job boards ranging from Handshake and Indeed to PDN Recruits, NAACP Job Finder, and Massachusetts Diversity. Recently, the Human Resources Department increased its
advertising budget in order to post job listings on new websites that target diverse applicants. In terms of in-person recruitment, staff have attended the Salem State University fair and
North Shore Municipal Career fair.
Equity Evaluation: Traditional recruiting efforts are likely to reach traditional audiences, and thus more varied and deliberate approaches are needed to reach new applicants.
Additionally, the existing job applications leave some information gaps and an assumption that the applicant has more information than they necessarily do; for example, a job
description might say “this is a union position with full benefits,” which helpfully highlights “full benefits” but still places the onus on the applicant to have some institutional knowledge. This
places diverse residents at a disadvantage, as they are less likely to have exposure to government or union jobs.

2
Build On
Momentum

Strengths to Build On: The department’s increase in advertising budget shows the momentum for new communication tools, and there are now opportunities to be more creative with the
recruitment process.
How well does the department gain awareness of and understand the needs of diverse community members?
Existing Conditions: There are not yet any outreach processes or other feedback loops help staff to gain insight into the experiences of diverse applicants or existing staff. The
department struggles with some positions that many governments experience as “unfillable positions” (e.g., bus drivers), but are not able to make changes to the job itself to improve
attraction and retention within the position.
Equity Evaluation: The department will likely be unable improve the application process for diverse applicants without any operating assumptions derived from survey inputs or
interviews/outreach. There are existing people-to-people referrals, though the department has not tracked these networks to see if they are reaching diverse audiences and/or
investigating why people are or are not sharing the position with their connections.

1
Priority
System
Creation

Strengths to Build On: Starting to make modifications to the application process will allow applicants to voluntarily share additional information and can help the department understand
diversity within the applicant pool. This approach could be replicated in other ways (e.g., during the EOY review process).

HR&A Advisors, Inc.
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HUMAN RESOURCES | POLICIES
To what extent does City staff and leadership or elected positions represent the racial composition of Beverly residents? What are the barriers
to meaningful participation of marginalized people in staff and leadership positions?
How does the department incorporate diverse perspectives and feedback in the development of new policies, programs, services?
Existing Conditions: Though not through the Human Resources department, the City of Beverly incorporates diverse perspectives and feedback through committees created to
advise on a range of topics, including the Human Rights Committee (HRC). In addition to key City staff members, these committees include community members that represent a
broad range of interests and experiences. Members are appointed by the mayor.
Equity Evaluation: The opportunity for all community members to serve on committees and work closely with City staff can help create access points for historically
underrepresented communities to shape decision making. However, the committees are not currently designed to directly influence policies or to support implementation of
strategic initiatives or recommendations, and this gap can limit the ability of committee and their members to turn ideas and feedback into action.

2
Build On
Momentum

Strengths to Build On: Committees have already attracted strong community leaders from diverse backgrounds. The mayor’s existing involvement with the committees indicates
clear investment in their composition and success, which can be built upon.
How well does the department respond to the urgent needs of diverse community members?
Existing Conditions: Internally, the Human Resources Department does not have the social or communications infrastructure built for existing staff of color to identify urgent
needs and identify courses of action (e.g., affinity groups, job description modifications, salary and benefit negotiation). Committees often do not have direct pathways to
influence policymaking, and there are some bottlenecks in leadership that reduce the speed of action (e.g., mayoral onboarding and appointment of all committee members).
Equity Evaluation: The Human Resources Department should play a central role in identifying and reducing the barriers that diverse community members may face on staff
and in committee leadership positions. Staff from diverse backgrounds may need explicit pathways to consider solutions to their specific needs working for the City, while
community committee members may need to not only be able to share their thoughts, but to be granted the agency to make meaningful policies and request resource allocation
to support action in response to identified issues and ideas. Acting with urgency demonstrates a shared commitment to the importance of these requests.

1
Priority
System
Creation

Strengths to Build On: The City has helped facilitate many meaningful conversations around the needs of diverse community members, and can use these relationships to build
pathways to policies and actions.
How accountable is the department to track and report information and metrics to meet its goals?
Existing Conditions: The City recently started to ask for voluntary tear off sheet for applicants to share demographic information and where they heard about the position,
allowing the Human Resources Department to track which groups of the people the applications are reaching and how they found out about the position. This policy is not
designed to “recruit specific population groups,” but more broadly targeting a diverse population.
Equity Evaluation: The department has begun to collect disaggregated data, which will help hold the group accountable to its goals to reach and hire diverse candidates. A
focus on recruitment data will help identify gaps in creating a diverse hiring pool, while monitoring existing internal data (e.g., EEO-4 forms) will show gaps in employee
retention and promotion.

2
Build On
Momentum

Strengths to Build On: Recent successes, including the voluntary tear-off sheet, are building momentum towards data tracking and accountability.
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HUMAN RESOURCES
To what extent does City staff and leadership or elected positions represent the racial composition of Beverly residents? What are the barriers
to meaningful participation of marginalized people in staff and leadership positions?
PRACTICES

PEOPLE
Represent Diverse Residents
• Publish representation data. Collect and publicly
publish data on the demographics and composition
of City staff. Consider goal-setting for the body of
staff to reflect the diversity of city residents over
time.
• Publish information about committee posts and sitting
members. Create and publish a list of seats within
public commissions and committees, supported by
documentation on their mandates and any
eligibility considerations for participation.
• Increase leadership representation among committees
by adding opportunities for diverse residents to
serve in various politically-appointed capacities
(e.g., “making a bigger table”). Consider
approaches like the Rooney/Mansfield rules to
broaden the pool of candidates considered for
committees.
Expand Staff Capacity
• Facilitate conversations about diverse hiring best
practices with staff across city government. Review
existing hiring practices and surface any instances
of or potential for bias. Create written
documentation of best practices and
implementation resources to spread these across
City hiring practices (e.g., an “interview checklist”).

HR&A Advisors, Inc.

Accessible
• Work with staff to identify critical social and technical
support structures for existing staff from diverse
backgrounds that may face implicit bias or other
barriers to success while working at the City.
• Improve accessibility for the job application process,
including language/technical access.
Reach Diverse Audiences
• Expand promotional strategies to attract nontraditional candidates. Assess new advertising
methods to reach applicants from diverse
backgrounds and monitor both the application rate
from each source and any gaps (e.g., if people are
viewing the application but not applying,
investigate why).
• Review job descriptions/applications with a critical
eye towards assumptions about knowledge and
exposure and add information that can attract
further interest.
Build and Hold Relationships
• Strengthen and build relationships with referral and
workforce development partners that can expand
interest in city staff positions.

POLICIES
Design Inclusively and Effectively
• Collect feedback on HR processes such as recruiting,
onboarding, year end reviews, and more by creating
opportunities for applicants, hiring managers, and
others to give feedback. Track feedback and show
how and why these inputs are or are not
incorporated annually.
Solve Big Problems with Urgency and Agency
• Create trusted pathways for existing staff to raise
concerns and solutions, as underrepresented staff
are less likely to have informal pathways to do so.
• Identify leadership gaps, structural flaws, and/or
policy bottlenecks that are stopping community
committees from action.
Track and Disaggregate Data
• Track robust recruitment data to create a baseline
understanding of gaps in reaching diverse
applicants.
• Identify promotion and retention gaps through
outreach and analysis of EEO-4 information.
Develop strategies to continually reflect on success
and advancement of diverse staff members.
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The Planning Department oversees much of the physical
parts of Beverly, including coordination of new
construction projects or traffic improvements. The
department also creates rules and policies that shape
Beverly, including economic development and historic
preservation policies.
Most recently, the Planning Department completed the
master plan “PlanBeverly” that uses community insight to
identify long-term visions and priorities for how Beverly
should look and serve all community members.
The Department oversees the work of the following
groups, which residents can join or attend meetings of:
• Affordable Housing Trust
• Community Preservation Committee

How You Can Use the Department of Planning and Development

“I have ideas to
improve my
neighborhood, who
should I talk to?”

“When is a meeting
in my neighborhood
going to take place
and where?”

“I am a renter and want
to ask my landlord to put
up a fence. Do you have
any resources or
information?”

“Is anything planned
for the vacant lot in
my neighborhood?
How do I know?”

• Conservation Commission
• Design Review Board
• Economic and Community Development Council
• Historic District Commission
• Open Space and Recreation Committee
• Parking and Traffic Commission
• Planning Board

HR&A Advisors, Inc.

“My mom just retired and
wants to move here but we
can’t afford it. What
affordable housing
programs could work for us?

“How can I read
the newest
Master Plan if I
don’t read much
English?”
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Findings

2: Build On Momentum

Action Plan Focuses

3: Continue Work and Lead System Sharing

Case Study

“I work at nights
but want to
participate in the
planning meeting.
What can I do?”

HR&A Advisors, Inc.

PRACTICES

In order for the Master Plan to equitably serve as a guiding
document for major investments and decisions over the city’s
upcoming decade, it must respond to the most urgent needs
and priorities across the city. Without sufficient input and
participation of diverse resident and organizational groups
throughout the planning process, neither the goals of the plan
nor the strategies to take action will reflect diverse needs.
Inequitable representation of needs and goals within the
Master Plan can lead to inequitable distribution of government
resources – such as capital investment or focus and attention –
throughout the plan’s implementation.

POLICIES

Does planning and PlanBeverly reflect diverse community
needs and perspectives, and result in satisfactory responses
to urgent issues for marginalized people?

PEOPLE

Evaluation
How representative is the staff in the department relative to the diversity of
Beverly residents?

1

How much training and support do staff receive?

2

How accessible is the department to diverse community members?

2

How well does the department communicate its services with members of the
public?

2

How well does the department gain awareness of and understand the needs of
diverse community members?

3

How does the department incorporate diverse perspectives and feedback in the
development of new policies, programs, services?

2

How well does the department respond to the urgent needs of diverse community
members?

3

How accountable is the department to track and report information and metrics to
meet its goals?

2
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PLANNING | PEOPLE
Does planning and PlanBeverly reflect diverse community needs and perspectives, and result in satisfactory responses to urgent issues for
marginalized people?
How representative is the staff in the department relative to the diversity of Beverly residents?
Existing Conditions: There is little diversity within the Planning Department, though the department frequently engages with boards and commissions that have more
community membership represented. While developing PlanBeverly, additional leadership came from external consultants and community members on the Master Plan
Steering Committee, both of which expanded the representation of the department. The project consulting team, including roughly half non-white individuals, was involved in
the design and approach to community engagement; Master Plan public meetings themselves were hosted and led by City Staff, who are all white.
Equity Evaluation: The lack of diversity within the department can impair the ability of the department to understand and make meaningful connections with diverse
community groups, and particularly when conducting engagement to develop a master plan, people often report wanting to see themselves reflected in the leadership of the
planning process in order to build trust. By involving some members from diverse backgrounds in the Master Plan Steering Committee, the department was able to expand
the scope of the composition of the department, and can take additional steps to more formally incorporate these partners into the monitoring and implementation of
PlanBeverly.

1
Priority
System
Creation

Strengths to Build On: The Planning Department works closely with many boards and commissions, which represent opportunities to increase representation for the
department and collaborate on targeted outreach strategies.
How much training and support do staff receive?
Existing Conditions: There is both budget and will power to learn and implement new engagement strategies. To develop the Master Plan, the Planning Department bid for
and hired a consulting firm (Utile) to lead engagement. The consultant team was able to provide trainings to the Steering Committee members to explain the program
activities and their role in the meetings. The Planning Department worked closely with the consultant, and named a need for continuing planning conversations about how to
improve and expand outreach. All professional planners are certified with the American Institute of Certified Planners (AICP) and, as such, are newly required to complete
1.5 hours of equity training every two years to maintain professional certification.
Equity Evaluation: Equitable engagement is a well-researched and evolving field of work, meaning Planning Department staff are working to train and re-train themselves
on best practices in planning equitable engagement. Opportunities to implement the skills learned in training can occur on an ongoing basis (e.g., increasing website
accessibility and making planning documents more legible for the average constituent) and in specific projects (e.g., Master Plan community engagement meetings).

2
Build On
Momentum

Strengths to Build On: By hiring an outside consultant, the educational opportunity to learn new tools for engagement shows Planning Department momentum in equitable
planning practices. Staff in the Planning Department consistently attend trainings on equity in planning and expanding engagement, particularly recently, and it is an area
that should continue to be resourced.
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Beverly Race Equity Audit | 46

Overview
Findings
Action Plan Focuses

PLANNING | PRACTICES
Does planning and PlanBeverly reflect diverse community needs and perspectives, and result in satisfactory responses to urgent issues for
marginalized people?
How accessible is the department to diverse community members?
Existing Conditions: Through the Master Plan engagement process, the department worked with the consultant to test new opportunities that provide additional access to the planning
process. Engagement included tabling at public events, meetings in parks and public spaces that people routinely visit, and overall, adjusted the planning process to “meet people where
they are”, both in person and online. Later in the process, the Master Plan team also created some focus groups to reach specific neighborhoods (for instance, Apple Village, seniors, youth,
and underrepresented populations).
Equity Evaluation: As with many sectors, planning can often create “feedback loops” with the same groups of people such that even trying new methods of engagement does not reach
new people. Intentional outreach for target demographic groups, including alternative ways to engage (surveys, canvassing) is needed to lower the barriers to entry and create more
access points for diverse community members.

2
Build On
Momentum

Strengths to Build On: Engagement with the Master Plan Steering Committee represented additional access points for community members to become aware of Planning Department
processes. These relationships can be additionally fostered to increase the accessibility of the department.
How well does the department communicate its services with members of the public?
Existing Conditions: The Planning Department conducted outreach with moderate success during the Master Plan process. For instance, over 200 people attended the first public meeting,
indicating successful messaging among specific populations. However, the department later held a meeting in Ward 3 that was not well attended, despite similar outreach. Additionally,
PlanBeverly included a Facebook page and a website that facilitated some communication and interaction, but the Steering Committee noted some “hateful things posted” that they were
ill-equipped to address.
Equity Evaluation: Any communications strategy that does not feel inclusive, whether due to public comments, images and language, or other causes, can create barriers to effectively
serving diverse residents. For instance, the final Master Plan photos of engagement show nearly exclusively white residents, suggesting that “echo chambers” of the same groups of people
might be receiving information and sharing thoughts and inputs, to the exclusion of others.

2
Build On
Momentum

Strengths to Build On: Throughout the Master Plan, the Planning Department began building new relationships with specific neighborhoods and populations that it can better leverage in
future engagement initiatives.
How well does the department gain awareness of and understand the needs of diverse community members?
Existing Conditions: The department led interactive meetings during the Master Plan process that focused on making people feel listened to and built collaboration between attendees as
they shared their ideas for the future of Beverly. Other engagements, including the focus groups, helped to identify the specific needs of diverse community members, whose voices might
otherwise not be heard in traditional public meetings. There are currently no long-term efforts to build and maintain relationships outside of the project context.
Equity Evaluation: While public meetings can be an important way to share ideas and information, other types of engagement may also be appropriate (and in some cases, more
appropriate) for use on an ongoing basis to understand evolving community needs and perspectives, including canvassing, distributing flyers, or joining existing community meetings. The
Planning Department did conduct a survey that gathered over 600 responses but did not disaggregate the data to understand which voices shared responses.
Strengths to Build On: The Master Plan process included a variety of touch points, meaning it has fostered opportunities for community members to weigh in; work must continue to
understand and reach diverse community members.
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3
Continue
Work and
Lead
System
Sharing
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PLANNING | POLICIES
Does planning and PlanBeverly reflect diverse community needs and perspectives, and result in satisfactory responses to urgent issues for
marginalized people?
How does the department incorporate diverse perspectives and feedback in the development of new policies, programs, services?
Existing Conditions: A racial equity subgroup was created among the Master Plan Steering Committee, in order to target diverse perspectives and engagement. This resulted
in some adaptations to the process to more explicitly include racial equity engagement, including the focus groups and additional neighborhood meetings.
Equity Evaluation: The Master Plan incorporated community feedback from all participants, but due to inequitable representation within the participant group, the process did
not result in specific methodologies to equitably elevate the voices of underrepresented people within the report.
Strengths to Build On: Both the Master Plan Steering Committee and racial equity subgroup worked to increase community participation to the Planning Department,
successfully helped the department reach a wider audience, and can act as precedents for future efforts. The process gathered important data from diverse communities, the
details of which can be more explicitly incorporated into future Planning Department processes.

2
Build On
Momentum

How well does the department respond to the urgent needs of diverse community members?
Existing Conditions: The Master Plan elevates policy priorities that will clearly serve diverse community members, including planning for social equity, affordable housing,
economic development and small business support, increased services, and open space and environmental protection.
Equity Evaluation: By asking and incorporating community data points on urgent priorities, the Master Plan elevates urgent issues for diverse residents. In the future, the
department can work to increase information sharing and power building within its engagement framework, which will help residents that do not yet know their role in
community planning to identify and share priorities with more frequency.
Strengths to Build On: The Master Plan process helps residents envision a city that better meets their needs, both in the short-term and long-term. Therefore, the Planning
Department can successfully use these findings to move forward quickly on urgent priorities, while keeping in mind longer term community visions.

3
Continue
Work and
Lead
System
Sharing

How accountable is the department to track and report information and metrics to meet its goals?
Existing Conditions: City staff tracked total attendance at public and neighborhood meetings, responses to surveys, and other top-line engagement figures. The data did not
incorporate sociodemographic indicators, including race/ethnicity or income.
2
Equity Evaluation: The Planning Department has yet to create data that will show whether existing planning processes are or are not meeting underserved community
members, and if so, which groups. Publishing and publicly sharing the data will help create accountability and better show the representation of “community insight” in planning Build On
documents.
Momentum
Strengths to Build On: Creating and tracking data over time will both elevate the thoughtful outreach that is being conducted and the department’s interest in understanding
the representative breakdown of planning participation. Individuals on the Master Plan Steering Committee shared that, when tallying participation at public meetings, “the
point is who they are, not how many of them there are” which can be carried into additional work.
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PLANNING
Does planning and PlanBeverly reflect diverse community needs and perspectives, and result in satisfactory responses to urgent issues for
marginalized people?
PRACTICES

PEOPLE
Represent Diverse Residents
• Synthesize and publish information about departmental
and stakeholder representation in published planning
documents, including major project leadership and
support staff, to show from whom policy priorities
were derived.

•

Institutionalize new best practices to meet communities
“where they are” (e.g., address transit barriers,
provide childcare, join existing community meetings of
other groups). Increase language accessibility for all
services.

• Create targets for diverse and meaningful participation
on boards and commissions and lower barriers to
participation, as diverse community members may be
unintentionally excluded from planning boards (e.g.,
experience/ educational requirements, time
commitment of meetings).

•

Launch new campaigns to build community interest in
participating in planning with messaging that
emphasizes the power of planning to create change
on community issues.

Expand Staff Capacity
•

HR&A Advisors, Inc.

Accessible

Expand training and hire expertise to bolster
departmental capacity to design and execute new
approaches to community engagement and transform
the department’s approach.

•

Fund new resources/trainings for community leaders and
organizations to ensure community voices shape the
planning and decision-making process and support
implementation.

•

Increase educational content in planning meetings to
make them bidirectionally informative for groups
underexposed to and/or systemically excluded from
government functions.

Reach Diverse Audiences
•

Establish new protocols to guide staff to create spaces
for dialogue where people feel safe, welcome, and
wanted, with elements including ground rules for
conversation and inclusive outreach strategies.

Build and Hold Relationships
•

Foster community relationships beyond the master
planning cycle to inform ongoing planning work and
ensure that planning staff are well connected to
trusted messengers throughout the community who can
provide insight on community priorities and support
information dissemination or community mobilization.

•

Support existing departmental partnerships and design
and new partnerships for specific cross-departmental
planning needs (e.g., police networks for safety
planning).

POLICIES
Design Inclusively and Effectively
•

Improve and expand follow up with underrepresented
communities following the master plan. Directly tie
master plan policies to specific community
meetings/feedback in order to validate diverse
voices and show people why their role in planning
matters (e.g., “we heard your neighborhood say that
this issue is most important to you, and therefore, this
is what the master plan outlines as a policy solution”).

Solve Big Problems with Urgency and Agency
•

Within plans, share the origins of community priorities
and ideas, including what specific policies are being
designed to address problems and decision-making
criteria, to foster trust and demonstrate results.

Track and Disaggregate Data
•

Create protocols around data disaggregation and
generating statically significant, “valid community
data” that equitably reflects the voices of the Beverly
community; unweighted, diverse resident voices may
be statistically accurate but qualitatively repressed.
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Findings
Action Plan Focuses
Core Functions
The Beverly Police Department supports safety for all in
Beverly, whether residents or visitors, through a variety
of divisions, including the following:
• Patrol Division (immediate response to emergencies,
preliminary investigation of suspicious activity, etc.)
• Services Division (complement the Patrol Division with
teams like Domestic Violence Unit, the Crime Analysis
Unit, the Public Information Unit and the Training Unit)
• School Resource Officer program (one officer at
Beverly High School and one at Beverly Middle
School, assist schools to provide a clean/safe/secure
learning environment for all)
The Beverly Police Departments uses the Community
Policing approach to law enforcement by bringing
together individuals and neighborhood groups to meet in
informal settings and learn neighborhood concerns. In
addition, the department focuses on community relations
and coordination by hosting public information sessions.
The Beverly Police Department offers common forms and
information on their public website, including press
releases, daily police logs, and a short citizen input
survey.
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How You Can Use the Police Department

“A police officer
recently stopped my
car and I felt unsafe.
Who can I tell? What
happens next?

“What is the best way
for me to ask questions
about a policy in the
police department and
offer my ideas?”

“Do any police officers
speak Spanish? My dad’s
car got hit and he needs
help with the online form.”

“I see police walking
around my neighborhood
but don’t know their names.
How can I get in touch with
them?”

“My child told me that
some bullying at the
middle school made
them feel unsafe.
Who can help?”

“I’m concerned my
sister’s marriage is
abusive. Is there
someone who can
help me figure out if
she is safe?
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Evaluation Ranking Key
1: Priority System Creation

Findings

2: Build On Momentum

Action Plan Focuses

3: Continue Work and Lead System Sharing

Case Study

“A police officer
recently stopped my
car and I felt unsafe.
Who can I tell? What
happens next?

HR&A Advisors, Inc.

PEOPLE
PRACTICES

Currently, the Chief manages all grievances data. There are
not existing data collection and reporting requirements to
govern the management of infractions, offences, judgements,
and management responses. The department is working
towards accreditation with the Commission on Accreditation for
Law Enforcement Agencies (CALEA). Without any data
transparency, there cannot be mutual understanding between
either the public or officers as to how grievances are handled.
Collecting and sharing data can illuminate data trends
including inequitable handling of grievances, and create
accountability for the officers, divisions, and departments.

POLICIES

Are the policies and practices of the police force effectively
and transparently responding to grievances of people of
diverse backgrounds?

Evaluation
How representative is the staff in the department relative to the diversity of
Beverly residents?

1

How much training and support do staff receive?

3

How accessible is the department to diverse community members?

2

How well does the department communicate its services with members of the
public?

1

How well does the department gain awareness of and understand the needs of
diverse community members?

2

How does the department incorporate diverse perspectives and feedback in the
development of new policies, programs, services?

1

How well does the department respond to the urgent needs of diverse community
members?

2

How accountable is the department to track and report information and metrics to
meet its goals?

2
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POLICE, FIRE, EMERGENCY MANAGEMENT | PEOPLE
Are the policies and practices of the police force effectively and transparently responding to grievances of people of diverse backgrounds?
How representative is the staff in the department relative to the diversity of Beverly residents?
Existing Conditions: The Police Department includes 75 total officers, with 69 full time officers and 6 reserve officers. Demographically, the department is almost entirely
comprised of white men (97% white, 92% men). The department additionally works closely with Beverly Police Department Community Advisory Council (CAC), which is open to
the public and currently does not include a representative sample of diverse residents.
Equity Evaluation: Increasing diversity within policing has nationally been shown to decrease public grievances. The lack of diverse staffing composition, both among full-time
officers/reserve officers and within the CAC indicates a gap in recruiting, hiring, and/or retaining individuals of color.
Strengths to Build On: The opportunity to regularly engage with a Community Advisory Committee creates an important pathway for diverse residents to shape the priorities
of the police department and weigh in on policies and practices. Depending on the hiring capacity of the department, adding membership to this group can serve as an interim
tool to diversify the representation of the Police Department.

1
Priority
System
Creation

How much training and support do staff receive?
Existing Conditions: Every officer has a series of mandatory trainings, including Implicit Bias, Mental Health First Aid, De-Escalation and Use of Force, and Cultural
Competency. Some officers have completed additional de-escalation, training, a race relations immersive program, and crisis intervention training; additional officers will
complete this training as availability and funding permits. The department is pursuing Commission on Accreditation for Law Enforcement Agencies (CALEA) accreditation, which
includes training on new policies including use of force, fair and equitable policing, mental health, juvenile cases, and others.
Equity Evaluation: Standardized training for officers helps create accountability and transparency within the department and with the public, particularly for residents of
diverse backgrounds that may have had negative experiences with police and/or more inherent mistrust of policing. While Massachusetts is still working towards a mandatory
certification process for police officers (Massachusetts Peace Officer Standards and Training, or POST), the department’s decision to pursue national accreditation through
CALEA will help standardize officer trainings and align with national best practices.

3
Continue
Work and
Lead
System
Sharing

Strengths to Build On: Officers have completed many trainings to-date, which could be highlighted on the website as part of the continuing education within the department.
Trainings that have been provided to some officers, including race relations, can be expanded to all officers.
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POLICE, FIRE, EMERGENCY MANAGEMENT | PRACTICES
Are the policies and practices of the police force effectively and transparently responding to grievances of people of diverse backgrounds?
How accessible is the department to diverse community members?
Existing Conditions: The Police Department has a variety of touch points that community members can utilize. For example, at the beginning of the COVID-19 pandemic,
officers travelled on foot with public health officers to go business to business and help distribute PPE. There are school resource officers, which helps create access points for
students, families, and teachers. The Community Advisory Council invites open attendance, and leadership even shared that they receive direct text messages from constituents.
Equity Evaluation: Significant parts of the Police Department’s availability requires a comfortability for residents to directly reach out, which places disproportionate burden
on communities that have been historically underserved by policing (in particular, people of color and immigrant communities).

2
Build On
Momentum

Strengths to Build On: The department has focused on building relationships with those that might not yet feel comfortable directly engaging with police, which can be
expanded and strengthened.
How well does the department communicate its services with members of the public?
Existing Conditions: The department has been expanding its new website to bring visibility to the day-to-day work of officers and the department, including pages that
describe each division, public education resources, and forms that residents might utilize (e.g., Police Records Request and RMV Crash Request). However, department
leadership noted that they “need a little work” to better advertise their services and resources to Beverly constituencies.
Equity Evaluation: The website helps clarify many of the roles and responsibilities of the department, but there is still a lack of transparency around policies and practices that
the department uses. For instance, information on officer training and the public grievances process is very opaque; increased transparency around Police Department services
can help cultivate trust and show accountability.

1
Priority
System
Creation

Strengths to Build On: The department indicated it has been in contact with a public relations firm that has worked with police departments throughout Massachusetts, in order
to learn best practices for communication between police departments and the public. Additionally, utilization of the Community Advisory Community should create
opportunities for officers to respond to public questions and explain internal practices.
How well does the department gain awareness of and understand the needs of diverse community members?
Existing Conditions: The Police Department supports a range of community events, including weekly coffee chats in a low-income neighborhood, cookouts in the summer, and
visits to senior centers, but have still noted that these events are not as well attended as they could be.
Equity Evaluation: Building relationships to learn about the needs of diverse community members gives people space to directly voice the challenges they are seeing and hear
directly from police. However, the gap in attendance indicates the Police Department has not solved for the mistrust between community members and officers, and that
alternative strategies should be explored to better engage with diverse community members. Alternative forms of engagement may be more accessible to underserved
residents, including public surveying and other anonymous engagement strategies.

2
Build On
Momentum

Strengths to Build On: The Police Department has begun many engagement efforts, including public meetings and an online survey, and can use this momentum to diversify its
strategies and approaches to engagement with underserved residents.
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POLICE, FIRE, EMERGENCY MANAGEMENT | POLICIES
Are the policies and practices of the police force effectively and transparently responding to grievances of people of diverse backgrounds?
How does the department incorporate diverse perspectives and feedback in the development of new policies, programs, services?
Existing Conditions: The Police Department typically does not have any opportunities for the public to weigh in on policies. As one exception, in 2020, the department posted the
policy around use of force for people to review online and then invited discussion at a public meeting. The process was designed to create transparency and answer questions, as
opposed to take edits and collaboratively design the policy. In general, while some parts of policies can be tweaked, much of the language is required to meet regulatory
requirements.
Equity Evaluation: Creating opportunities for the public to weigh in on police policies helps increase transparency and add perspectives that the department may not have
considered. When policies are too tightly regulated to offer co-creation opportunities, using public input (e.g., grievances) to shape department practices and/or programs may
better incorporate feedback and help the department be more responsive.

1
Priority
System
Creation

Strengths to Build On: Public discussion on the use of force policy represented an important first step for the department to understand the challenges and opportunities of
incorporating feedback of any kind in tightly-regulated policies. In the future, more preemptive public education and messaging may help conversations be most productive.
How well does the department respond to the urgent needs of diverse community members?
Existing Conditions: The Police Department has in place many policies within the “8 Can’t Wait” campaign, which is designed to restrict use of force. Additional national standards,
including CALEA accreditation, will make sure the city is generally upholding practices that protect the safety of all community members.

2
Equity Evaluation: Moving towards national policy standards confirms that the department is on track to meet many collective needs of people from diverse backgrounds.
However, without documenting Beverly-specific outreach, the Police Department has not yet confirmed a localized understanding of diverse community members’ needs. For instance, Build On
there may be less concern for excessive use of force, but more need for accountability and transparency around traffic stops. After identifying diverse resident’s priorities, the
Momentum
Police Department can transparently implement policies that respond to the urgent needs.
Strengths to Build On: The Police Department has recently amended or emphasized policies that respond to national conversations around policing and safety for diverse residents.
Building on these policies, or creating new ones, will help localize the response to Beverly.

How accountable is the department to track and report information and metrics to meet its goals?
Existing Conditions: Currently, the Police Chief manages all public grievances data. However, the department is working towards CALEA accreditation, which standardizes the
process (see Section 3.5 of the CALEA Standards Program). Beyond public grievances, the department does not collect any data on policy impacts or outcomes.
Equity Evaluation: Creating data and transparently sharing that data will help to instill trust within the community, particularly residents from diverse backgrounds that are less
likely to trust policing. In addition to pursuing CALEA accreditation, the department should identify opportunities to publicly share data (e.g., responses to public grievances).
Additional data, including annual reports on use of force, would help measure policy outcomes and show how the department holds itself accountable to measuring its impact.

2
Build On
Momentum

Strengths to Build On: By working to meet national and statewide standards, the Police Department is moving towards data-creation systems. Additionally, the new website
presents a clear opportunity to report information and metrics on a regular basis.
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POLICE, FIRE, EMERGENCY MANAGEMENT
Are the policies and practices of the police force effectively and transparently responding to grievances of people of diverse backgrounds?
PEOPLE
Represent Diverse Residents
• Expand community leadership opportunities. Study the
composition of the Community Advisory Council and
seek the participation of diverse community members.
Expand opportunities for diverse residents to serve in
various capacities and provide feedback or new
ideas about how to address community grievances
and priorities.
Expand Staff Capacity
•

•

HR&A Advisors, Inc.

With diverse community members, identify any gaps in
core competencies and provide additional trainings and
support for patrol officers that most frequently interact
with the public. Share with the general public
information about these trainings, their desired
impact, and how the department will ensure
compliance over time.
Establish a process for assessing past grievances and
publish a summary of trends and how grievances have
been addressed. Build trust between diverse
community members and police officers through
transparency and accountability.

POLICIES

PRACTICES
Accessible
•

Identify barriers to residents receiving public
communications and updates on public safety policies
and practices. Identify population groups with barriers
to receiving information, including language access
and knowledge barriers, and work with these
populations to provide alternate access points.

Reach Diverse Audiences
•

Establish protocols to continually provide information on
new policies to disconnected residents and communities
through targeted informational campaigns, publishing
digestible public information documents, and more.

•

Develop new outreach strategies with trusted
community partners to ensure all Beverly residents feel
comfortable reaching out to the department or
accessing safety information.

Build and Hold Relationships
• Provide resources and/or training for community leaders
and organizations to define public safety goals for
themselves and implement community well-being
initiatives with departmental support.

Design Inclusively and Effectively
•

Create and publicize opportunities to address public
input in the policies of the department. Leverage
existing conversation groups for policy input and
action. Clearly track input and offer feedback and
where and why specific pieces of feedback were
incorporated.

•

Regularly follow up on resolutions and decisions about
specific or common grievances to a wider group of
community stakeholders, including through email lists
and/or information spreading at existing community
meetings.

Solve Big Problems with Urgency and Agency
•

Collaborate across government and community groups
on responses to complex community challenges such as
addiction, houselessness, and more, identifying policy
implementation pathways that involve police.

Track and Disaggregate Data
•

Publish regular, robust summaries of disaggregated data
and information about grievance reports and
interactions with residents.
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Core Functions
The Purchasing Department is responsible for sourcing
any goods or services that the City of Beverly may need.
Goods and services may range from municipal services
like street line painting or cleaning and sealing
construction to public amenities like providing food
concessions or activities at a public park. The team works
in partnership with other City departments to fulfill all
the goods and services they may need, meaning all
opportunities to contract with the City are contained
within the department.
The Purchasing Department posts open opportunities on
its website. In some cases, the opportunities posted are
selected based on the cost of services being provided; in
other cases, a request for proposals may be posted for
interested companies to describe their approach and
why they should be selected for the contract.

How You Can Use the Purchasing Department

“What type of work
do you typically have
for small businesses?”

“How do I know if I my
business is a good
candidate for this project?
What criteria are you
selecting from and why?

“My business is small and
could only fulfill one part of
this application. Are there
bigger businesses we could
partner with?”

HR&A Advisors, Inc.

“I don’t speak much
English. Can you help me
figure out what the
services/materials this
request is asking for?

“My business has never
worked with the City
and the form online is
confusing us. Can you
help?”

“I don’t have time to respond
to this request right now but
would like to be considered
for future work. Can you add
me a notification list?”
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Evaluation Ranking Key
1: Priority System Creation

Findings

2: Build On Momentum

Action Plan Focuses

3: Continue Work and Lead System Sharing

Case Study

“How do I know if I
my business is a good
candidate for this
project? What criteria
are you selecting
from and why?
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PRACTICES

Contracts with anchor institutions, including government
contracts, are an important strategy to supporting local
businesses through procurement of goods and services. In many
cases, MWESB experience barriers to securing government
contracts because of longstanding relationships between
government and legacy firms, complicated applications that
require institutional knowledge, and unintentional biases
throughout the application and interview process. These
contracts offer MWESB opportunities to grow as businesses
through stable work and sizeable contracts, thus supporting the
network of MWESB firms. In order for MWESB to overcome
these challenges, deliberate interventions must be made to shift
the status quo.

POLICIES

Where are there barriers for diverse vendors to benefit from
City spending and procurement?

PEOPLE

Evaluation
How representative is the staff in the department relative to the diversity of
Beverly residents?

1

How much training and support do staff receive?

2

How accessible is the department to diverse community members?

1

How well does the department communicate its services with members of the
public?

1

How well does the department gain awareness of and understand the needs of
diverse community members?

1

How does the department incorporate diverse perspectives and feedback in the
development of new policies, programs, services?

1

How well does the department respond to the urgent needs of diverse community
members?

1

How accountable is the department to track and report information and metrics to
meet its goals?

2
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PURCHASING | PEOPLE
Where are there barriers for diverse vendors to benefit from City spending and procurement?
How representative is the staff in the department relative to the diversity of Beverly residents?
Existing Conditions: The Purchasing Department consists of two people, both of whom are from similar backgrounds and have served in city government for the majority of
their careers. The department does not regularly engage with community groups or external audiences.
Equity Evaluation: The Purchasing Department does not currently have data available to understand the challenges that diverse business owners might face in contracting with
the City of Beverly. By building more datasets through connections with more diverse residents, including adding people with diverse backgrounds to staff, the department may
be better able to understand and respond to the need to increase diversity in contracting.

1
Priority
System
Creation

Strengths to Build On: Though the Purchasing Department does not host community meetings, its regular contact with business owners during the contracting process indicates
some access to new perspectives on existing policies.
How much training and support do staff receive?
Existing Conditions: Many legal requirements mean that staff within the Purchasing Department are well up-to-date on statewide information. For example, the Massachusetts
Office of the Inspector General offers several courses on various procurement laws through the Massachusetts Certified Public Purchasing Official (MCPPO) program, which
staff must complete to maintain continuing education units (CEUs). Additionally, staff utilize the Massachusetts Association of Public Purchasing Officials, a statewide
organization of purchasers, to attend monthly meetings and receive educational information and updates. Additionally, the Massachusetts Facilities Administrators Association
Conference is an opportunity for Purchasing Department staff to learn and engage with other purchasing leadership.
Equity Evaluation: Equity in purchasing is well researched, and many cities have piloted equitable purchasing programs with varying degrees of success. Though the
department participates in CEU credits, there are additional opportunities to learn from these best practices. In addition, staff should seek training specific to racial equity in
purchasing within its statewide networks.

2
Build On
Momentum

Strengths to Build On: The strength of the existing statewide networks can be utilized in researching and implementing new policies and practices to support racial equity in
procurement.
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PURCHASING | PRACTICES
Where are there barriers for diverse vendors to benefit from City spending and procurement?
How accessible is the department to diverse community members?
Existing Conditions: If a company has questions about a particular bid or contract opportunity, staff in the Purchasing Department are able to troubleshoot these issues and
clarify the requests. There are no additional community touch points by which diverse community members might hear about opportunities or ask questions of the department.
Equity Evaluation: The Purchasing Department does not consider themselves particularly “public facing” and as such, does not offer any informational guides or materials
about the procurement process online. This reinforces existing procurement patterns by raising the barrier to entry for people who have not participated in the process before.
Strengths to Build On: Department leadership expressed an interest in making people feel comfortable going through the process, acknowledging that “people have a
tendency to think it’s more complicated than it really is.” Important principles for improved outreach such as this are in place, and new strategies can help to ensure that user
experience aligns with those principles.

1
Priority
System
Creation

How well does the department communicate its services with members of the public?
Existing Conditions: Open bids are posted on the City’s website. There is no formal email lists to notify businesses for specific bid opportunities that they might be fit to fulfill.
Equity Evaluation: The Purchasing Department noted that it occasionally has a hard time soliciting bidders for specific contracts, indicating there is a gap in its communication
and outreach strategy. In particular, there is likely a small group of contract holders that repeatedly bid for contracts, while diverse members of the public that have not
contracted with the City do not have sufficient access to opportunities to learn about open bids.
Strengths to Build On: The planning department has relationships with other departments for some bid opportunities, and these departments may suggest names for outreach
(e.g., the Planning Department sent a list of companies that might be appropriate to bid on the Climate Resilience Plan). Using similar relationships to identify and contact
diverse businesses may expand communication pathways.

1
Priority
System
Creation

How well does the department gain awareness of and understand the needs of diverse community members?
Existing Conditions: The Purchasing Department does not have any existing feedback loops for the department to gain awareness of the unique challenges that diverse
vendors are facing in city contracting.
Equity Evaluation: The Purchasing Department should build a network to better gain awareness of the challenges that are limiting diverse businesses from applying (for
instance, do people assume they won’t win the bid? Do they not understand the contracts?.) and use this information to build a more diverse applicant pool.
Strengths to Build On: Department leadership expressed interest creating a forum to explain the purchasing department and advertise upcoming projects and answer any
questions (e.g., a monthly roundtable), which could also be an opportunity to invite new businesses and hear their perspectives on the existing contracting process.
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System
Creation
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PURCHASING | POLICIES
Where are there barriers for diverse vendors to benefit from City spending and procurement?
How does the department incorporate diverse perspectives and feedback in the development of new policies, programs, services?
Existing Conditions: The Purchasing Department may include different City of Beverly departments when developing a specific request for proposals, for instance, a Request
for Proposals to execute the Master Plan process. There are no opportunities for community input into the polices, programs, or services of the department.
Equity Evaluation: Without seeking input into the existing processes, the department is not proactively considering where there might be barriers to participation. Inputs could
range from the notification and communication strategy, how questions are answered, or even the bid design itself. When applicable, firms that are interviewed for a specific
bid could also weigh in on how they found out about the opportunity.

1
Priority
System
Creation

Strengths to Build On: Though purchasing is tightly regulated by statewide policies, other cities may have piloted new methodologies to incorporate feedback into
procurement. The existing Massachusetts Association of Public Purchasing Officials may have resources, or a monthly meeting could be dedicated to brainstorming opportunities
to expand community engagement opportunities.
How well does the department respond to the urgent needs of diverse community members?
Existing Conditions: There is not an existing process to better incorporate diverse businesses into the procurement process.
Equity Evaluation: The status quo of purchasing is heavily weighted towards existing suppliers and white business owners, who are more likely to have legacy contracts and/or
relationships to city government. Equitable purchasing requires a diverse pool of applicants, elimination of application barriers, a way to track and measure the success of
these policies. The City of Beverly must work to create a diverse applicant pool and start designing bids with specific criteria that will advance racial equity and inclusion (for
instance, team composition).

1
Priority
System
Creation

Strengths to Build On: In other departments, the City of Beverly is working on similar challenges, and these opportunities can become collaborative with the Purchasing
Department. For example, the Diversity, Equity and Inclusion Director is planning to meet with small businesses, and within the Planning Department, the Economic Development
team may have similar objectives.
How accountable is the department to track and report information and metrics to meet its goals?
Existing Conditions: The Purchasing Department does not generally collect more than minimally required demographic or business information about the contractors, though
there are some projects that have specific requirements and therefore do consider things such as MWBE firms (e.g., construction of schools). The State of Massachusetts has a
registry of MWBE firms that is not currently utilized often.

2

Equity Evaluation: Creating accountability metrics for procurement will show where there is a gap in equitable contracting and identify opportunities to fill the gap. Evaluation Build On
criteria like team composition would help the department understand short-term gaps, while a formal disparity study could be used to create formal targets for the City’s
Momentum
contracting practices.
Strengths to Build On: There are lots of existing processes within procurement to track contracts, and though business characteristic information is not currently gathered,
statewide MWBE resources exist to provide a foundation for data tracking.
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PURCHASING
Where are there barriers for diverse vendors to benefit from City spending and procurement?
PEOPLE
Represent Diverse Residents
• Establish a formal program to increase representation of
disadvantaged, local, minority-owned, small, or other
businesses in City procurement. Review the structure
and impacts of programs statewide and discuss the
benefits and tradeoffs of establishing such a
program. Allocate resources for staff to research and
present on the importance of diversity in procurement
in Beverly.
• Allocate new resources to expand outreach and better
reach diverse community members who are
disproportionately underexposed to procurement
opportunities.

PRACTICES
Accessible
•

Launch new campaigns to reduce knowledge barriers
among communities and business networks with less
exposure to government procurement. Publicly share
information about the contracting process and
past/existing bid opportunities.

•

Improve language access in both the online website
and within the procurement application process.

Reach Diverse Audiences
•

Expand Staff Capacity
•

HR&A Advisors, Inc.

Tap into existing resources and pilot precedent strategies
to increase diversity in procurement. Connect with
statewide and regional organization(s) to learn more
about diversity in procurement efforts, shared
resource offerings, etc.

Work with community partners to design new
communications strategies to reach and attract new
audiences that have historically not participated in
City procurement (e.g., recurring roundtable
meetings, monthly email to all local businesses,
printed poster/flyer at community centers and
churches).

POLICIES
Design Inclusively and Effectively
•

Solve Big Problems with Urgency and Agency
•

Connect proposer teams where possible to support longterm capacity building for disadvantaged businesses.
Identify opportunities for larger companies to work
with small local firms, which may help bridge the gap
for MWBE firms to secure government contracts.

Integrate with existing procurement networks to
increase access to opportunities. Partner with other city
agencies working with small/MWBE firms to expand
procurement opportunities and networks, including the
office of economic and business development.

Track and Disaggregate Data
•

Collect new data in bid applications that will highlight
gaps in the equitable distribution of contracts,
answering inquiries such as “How will your project
reflect the diverse perspectives across Beverly?”

•

Conduct a disparity study to establish legal grounding
for differences in City spending and procurement,
which may highlight specific inequities in contracting
spending for MWBE firms.

Build and Hold Relationships
•

Review existing policy information and website content
for legibility and accessibility. Seek public input from
businesses to identifying potential challenges that
someone without knowledge of government systems
may face interpreting policy guidance.
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Findings
Action Plan Focuses
Core Functions
The Beverly Public School District includes eight schools
throughout Beverly: one pre-kindergarten, five
elementary schools, one middle school, and one high
school. In addition to education and administration of
these schools, the district is a resource and provides
information to families on enrollment, parent guides and
handbooks, user fees and scholarships, the safe home
network, and other resources Beverly families might
need. The district also maintains in-house bus services,
meaning it can lead transportation of students to and
from school.
During the COVID-19 pandemic, the school district took
on additional roles and responsibilities including, laptop
distribution, supporting Wi-Fi access for households, and
distributing meals that would have been provided as
school lunches.
Beverly Public Schools is organized into 11 departments:
Administration, Athletics, Finance and Operations, Food
Services, Health Services, Human Resources, Opportunity
Access and Equity, Technology, Transportation, School
Committee, and Special Education.

How You Can Use the Beverly Public School District

“My relatives are moving to
Beverly and do not speak
English. Which elementary
school should they enroll
their children in?”

“I don’t get off work until
6 PM. Do you have
anything my kids can do
after school that accepts
fee waivers?”

“We rely on school
lunch for our kids. Can
you send food to our
house over break?”

HR&A Advisors, Inc.

“My kids need a laptop
to do their homework, but
we can’t afford one for
both our kids – do you
have any we can use?”

“My first language is
Chinese, and I need
help filling out the
registration forms for
my son to start school.”

“We are not in a
permanent home right
now and the enrollment
form asks for a proof
of residency. What
should I do?”
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Evaluation Ranking Key
1: Priority System Creation

Findings

2: Build On Momentum

Action Plan Focuses

3: Continue Work and Lead System Sharing

Case Study

“My kids need a
laptop to do their
homework, but we
can’t afford one for
both our kids – do
you have any we
can use?”

HR&A Advisors, Inc.

PEOPLE
PRACTICES

Funding for public education is typically frequently inequitably
spread throughout school districts, impacting the quantity and
quality of staff and faculty, programs, infrastructure and
classroom materials, and other uses. This defines the
experience of students at schools, thus determining learning
outcomes and opportunities to enroll in higher education. In
order for students to have equitable opportunities to thrive in
the public school system, funding must be spent equitably
throughout the system.

POLICIES

Are public school resources and permitted uses equitably
distributed across the city in response to community needs?

Evaluation
How representative is the staff in the department relative to the diversity of
Beverly residents?

1

How much training and support do staff receive?

3

How accessible is the department to diverse community members?

2

How well does the department communicate its services with members of the
public?

2

How well does the department gain awareness of and understand the needs of
diverse community members?

2

How does the department incorporate diverse perspectives and feedback in the
development of new policies, programs, services?

1

How well does the department respond to the urgent needs of diverse community
members?

3

How accountable is the department to track and report information and metrics to
meet its goals?

3
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SCHOOLS AND PUBLIC EDUCATION | PEOPLE
Are public school resources and permitted uses equitably distributed across the city in response to community needs?
How representative is the staff in the department relative to the diversity of Beverly residents?
Existing Conditions: Staff of the Beverly Public School District is 98% white. The remaining 2% includes staff that are Hispanic (1.1%), Black (0.6%), and Asian (0.5%). In
contrast, students in the district are 75% white, 15% Hispanic, 4% Black, 4% multi-racial, and 3% Asian.
Equity Evaluation: National data shows that having representative staff improves outcomes for students from diverse backgrounds, as microaggressions and implicit bias
reduce and students are more likely to feel supported and understood in the classroom. With the extremely limited non-white staff, students at all schools and educational
levels (prekindergarten, elementary, middle, and high school) do not have access to a teacher of color, which can influence their development inside and outside the classroom
during their educational trajectory.

1
Priority
System
Creation

Strengths to Build On: The Diversity, Equity, and Inclusion Director at the City of Beverly have identified possible new recruitment pathways the district can pursue to reach
candidates from non-traditional backgrounds. In addition to recruiting, gaps could be explored in hiring (e.g., the interview process) and retention.
How much training and support do staff receive?
Existing Conditions: Public schools have standardized state licensing, and as such, provide fairly uniform and transparent trainings to teachers. In some cases, the district is
responsible for taking on its own training: upon redistribution of the ESL program, training at all schools on ELS practices. Staff have not comprehensively been trained in racial
equity, as for instance, the BPS Equity Audit found that “there exists differences among the school’s leaders regarding a definition of equity. 52% of school leaders defined
equity as giving all students what they needed. 48% of school leaders defined equity as providing all students with the same access.” Beverly Public Schools took the lead on
establishing the North Shore Educators of Color Affinity Group, with plans to hold monthly meetings.
Equity Evaluation: Beyond the North Shore Educators of Color Affinity Group, there is a gap in support for non-white staff, as on an annual basis, teachers of color are more
likely to leave the profession or transfer schools. For instance, staff of color may endure “cultural taxation” by taking on extra burden and service responsibilities as ethnic
representation within schools (e.g., expected to program diversity events, speak for their race or other groups in meetings, serve on committees, and other additional labor) in
addition to traditional teaching responsibilities. Cultural taxation, particularly when uncompensated, can lead to burnout.

3
Continue
Work and
Lead
System
Sharing

Strengths to Build On: The district has many professional certifications and existing research to build on surrounding equity in schools, and can leverage resources from the
State of Massachusetts and other national precedents. In addition, the BPS Equity Audit outlines professional development “regarding cultural competency, diversity, equity,
inclusion, anti-racism, and related issues” for staff at all levels.
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SCHOOLS AND PUBLIC EDUCATION | PRACTICES
Are public school resources and permitted uses equitably distributed across the city in response to community needs?
How accessible is the department to diverse community members?
Existing Conditions: Beverly Public School District, by nature, has many touch points for parents and students from diverse backgrounds, including through teachers and administrators.
The Beverly School Committee has members nominated and elected by each ward, in addition to the Mayor, and meets both monthly as a committee and as a committee of the whole.

2

Equity Evaluation: By having multiple ways to reach district representatives, the schools have increased the accessibility to diverse community members who might feel varying degrees
Build On
of comfort with key personnel. However, the onus is still on diverse community members to reach out to staff or feel comfortable joining public meetings, and though the district does work
Momentum
to alleviate some of that onus, it can still be a limiting factor in the accessibility of the department to diverse students and families.
Strengths to Build On: The district has built a robust understanding of community needs on a family-by-family basis, for example, knowing which non-English speaking families might
need support filling out forms. These classroom-level touch points can continue to be leveraged for direct outreach relationship building with the district overall.
How well does the department communicate its services with members of the public?
Existing Conditions: The district creates lots of opportunities to share data, including public meetings presentations and sharing information on the website and twitter. In addition, the
district manages direct communication with families to share information and resources related to education and other school-affiliated resources (e.g., bus transportation, lunch, and
after school programs).
Equity Evaluation: Investing in direct communication with families helps proactively make a connection with individuals that might not have capacity, knowledge, or trust to reach out to
school staff on a particular topic. In addition, it helps minimize the possible “echo chamber” effect of traditional public meetings, in which the same voices hear information and share the
same feedback. However, public settings can bring together full Beverly constituencies in a powerful idea-sharing setting; more work needs to be done to make public meetings a safe
and welcoming space for all.

3
Continue
Work and
Lead
System
Sharing

Strengths to Build On: The school district has many existing touch points, and should identify which are best reaching underserved residents (Email? Flyers? Social media? Etc.) and how to
strengthen these communication methods.
How well does the department gain awareness of and understand the needs of diverse community members?
Existing Conditions: The BPS Equity Audit was designed to better understand both quantitatively and qualitatively the experiences of diverse students in the district, and secondly,
develop recommendations to increase equitable student outcomes throughout the district. For example, the study found a statistically significant barrier for students from
underrepresented backgrounds to be in advanced coursework, and developed recommendations to work with the high school to examine “referrals and the language used to describe
the placement of students” and “teacher observation sheets”, in addition to other action areas.
Equity Evaluation: The BPS Equity Audit created a one-time opportunity to hear directly from students, and the plan outlines opportunities to continue creating listening opportunities. In
addition to student outcomes, the district has not yet explored other challenges and experiences diverse community members may have with the school district. For example, diverse
community members might have different desires for student services, school facilities and building usage, and/or club/extracurricular offerings.

2
Build On
Momentum

Strengths to Build On: The methodology developed in the BPS Equity Audit created an important foundation for the district to learn about the needs of diverse community members
(including focus groups, interviews, and quantitative data gathering).

HR&A Advisors, Inc.
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SCHOOLS AND PUBLIC EDUCATION | POLICIES
Are public school resources and permitted uses equitably distributed across the city in response to community needs?
How does the department incorporate diverse perspectives and feedback in the development of new policies, programs, services?
Existing Conditions: The 2021-2022 District Improvement Plan was largely driven by the results of the BPS Equity Audit, as the team looked at each district improvement goal through an
equity lens to see what elements needed to be strengthened. At other opportunities (e.g., public meetings), members of the community are able to share opinions on school policies, though
these are not intentionally designed to incorporate diverse perspectives into the policies, programs, and services of the district.
Equity Evaluation: Offering opportunities for public input (from both parents and students) can introduce new perspectives and feedback that take evaluation of policies beyond an “equity
lens” and into an institutionalized co-creation process. For example, one finding of the BPS Equity Audit showed that 24% of students believe their voices were considered in crafting policy,
12% disagreed, and 64% were uncertain (data was not disaggregated by race).

1
Priority
System
Creation

Strengths to Build On: A recommendation of the BPS Equity Audit is to “support the Middle and High schools in creating student advisory groups to advise on policy development and
implementation, and provide other recommendations”, in addition to giving student government meaningful responsibilities. As these groups are developed, it is critical that the schools
ensure equitable representation of diverse students among leadership.
How well does the department respond to the urgent needs of diverse community members?
Existing Conditions: Beverly Public Schools has developed specific programs with target audiences, including ongoing affordable programs that expanded during the COVID-19 pandemic
(meal distribution and food services, a laptop initiative for K-12 students, and examination of Wi-Fi capabilities at home). The district selects contracts partially based on availability to
underserved residents, for instance, selecting the YMCA as the after-school programming partner because it is the only program that accepts payment vouchers. Lastly, the BPS Equity Audit
outlines existing inequities in the district in both student experiences and student outcomes.
Equity Evaluation: The outlined recommendations of the BPS Equity Audit begin to address the urgent needs of diverse community members, though more attention can be put on individual
student and family experiences in Beverly. For example, if a student has a negative experience with a teacher, that creates an immediate need that the district has not clearly outlined a
pathway to address in the short-term.

3
Continue
Work and
Lead
System
Sharing

Strengths to Build On: In addition to the recommendation areas, the district should identify resourcing (both time and funds) to support each initiative, paying particular attention to not
overburden staff or students of color in implementing this work.
How accountable is the department to track and report information and metrics to meet its goals?
Existing Conditions: Public education is closely regulated around data tracking and reporting. For example, under Every Student Succeeds Act (ESSA), “public schools are required to
include student growth measures in addition to student achievement in the school accountability system”. Metrics both incorporate student performance and disaggregated performance
data (e.g., by race, income, disability status, and EL). The district additionally sets targets for student performance, and measures student outcomes against peers. Data is routinely shared
online and during school committee meetings. Additionally, as a result of the BPS Equity Audit, the department has committed to continue surveying students in all three areas developed in
the VOCAL survey.
Equity Evaluation: Robust tracking, including data sharing, clear goals, and a framework to meet these goals, creates accountability for the school district to serve students equitably.
Strengths to Build On: Beverly Public Schools lead the City in data creation and analysis, and should work make data analysis as accessible as possible (both to the public and to other City
departments).
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Work and
Lead
System
Sharing
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SCHOOLS AND PUBLIC EDUCATION
Are public school resources and permitted uses equitably distributed across the city in response to community needs?
PEOPLE
Represent Diverse Residents

Accessible

Design Inclusively and Effectively

•

Interrogate job requirements and descriptions to attract
more applicants with underrepresented backgrounds.
Update job descriptions/ applications to eliminate
assumptions about knowledge and exposure and add
information that can attract further interest.

•

Invest in program accessibility by expanding and
advertising offerings that reduce language barriers
to access school services, cost barriers to participate
in programs, and anticipating and filling information
gaps.

•

Build systems to collect and incorporate
underrepresented family and student feedback into
policies (e.g., classroom discipline), and publicize
feedback tracking during meetings and in annual
written reports.

•

Increase the diversity of staff at all levels by
diversifying the recruitment pipeline for all positions
(e.g., draw from from historically diverse colleges)
and assessing possible barriers to teaching at
different levels.

•

Convene with students and families to understand the
unique needs of student groups and determine how
best to equitably distribute resources to meet those
needs ((e.g., English as a Second Language students).
Consider establishing or expanding targeted
programs within schools.

•

Solicit student and parent feedback on capital planning
by facilitating community meetings specific to the
district improvement plan.

Expand Staff Capacity
•

•
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POLICIES

PRACTICES

Support staff of color to create new or bolster existing
social and professional supports based on staff
feedback and priorities (e.g., affinity groups/North
Shore Educators of Color Affinity Group, additional
training modules, external mentorships).
Increase retention by developing resources that address
challenges that staff of color may disproportionately
face (e.g., provide loan forgiveness, service
scholarships).

Solve Big Problems with Urgency and Agency
•

Reach Diverse Audiences
•

Present information to diverse families by meeting them
“where they are” and employing best practices in
engagement (e.g., reduce travel barriers, childcare,
attend existing community gatherings).

Build and Hold Relationships
•

Dedicate resources to support staff in maintaining
student, family, and community relationships. Leverage
connections to ensure staff are grounded in diverse
student, family, and community perspectives and
experiences in and out of the classroom.

Develop program evaluation metrics and share sample
outcome metrics across government. Develop a written
guide on best practices for departments that operate
without compliance mandates to track program
outcomes.

Track and Disaggregate Data
•

Collect and disaggregate recruitment data and identify
barriers to hiring diverse talent (e.g., application
pool is not diverse, diverse applicants are not being
selected, etc.).

•

Develop protocols to securely share relevant student
outcome data (e.g., with Community Services
departments) to help inform provision of services to
families for other departments.
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